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AMONG OURSELVES 
Among the problems that have been 
dropped on our desk by ADULT 
LEADERSHIP readers are: Why 
doesnt our group get anywhere? 
Why do we spend so much time 
haggling about things that don’t mat- 
ter? How can we vet our members 
to pull together instead of going off 
In Opposite directions ? 

When these questions are listed it 
become clear that they have a com 
mon element. They are all related to 
the larger problem of deciding on 
and working toward common goals. 
It is clear, too, from our mail, that 
this business of achieving goals is 
one of the critical problems of group 
life. And so we have devoted this 
issue to ot, 

As we wrestled with the problem 
of goals, it became apparent that 
it was a complicated one. We dis 
covered that every group has to deal 
simultaneously with two se parate sets 
of potentially conflicting goals: 

1. The task goals versus the group 
building goals. Every group exists 
for the purpose of learning or doing 
something and needs to give attention 
to the goals related to its task. At 
the sarfe time. it wishes to operate 
well as a group, to maintain freedom, 
efhciencvy, cooperativeness, and good 
group feeling, and must give atten- 
tion to the goals related to building 
a strong group. 

2. The individual versus the group 
goals Every individual has his own 
goals when he comes into the group 
which may or may not be entirely 
in line with the group’s goals. The 
eroup needs lo be concerned with 
satisfying individual goals while a 
complishing eroup voals 

The articles call attention to the 
usefulness of these distinctions 
between individual and group goals 
and between group-building and task 
goals——in helping us to help our 
group formulate and work toward 
goals of their own choosing 

faking part in the editorial work 
group that planned this issue were 
Ida S. Brown of the Center for the 
Study of Liberal Education for 
Adults, William Hill of the Human 
Dynamies Laboratory of the Univer 
sity of Chicago, Irving Lee of the 
Northwestern University School of 
Speech Charles Strubbe of the Creat 
jooks Foundation, and representa 
tives of the staff and Operations 


(Committee. 
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Let’s take 
It is a catch-phrase of the day that Americans have 
plenty of know-how, but are short on know-why. 

We build the machines of peace and war, and we 
produce, sell, and give away the products of field and 
factory on a scale never seen in the world before. We are 
noted for our interest and ingenuity in solving the prob- 
lems that stand in the way of getting done the things we 
want to get done. But we are accused, and we accuse 
ourselves, of being absorbed in techniques, interested 
only in practical successes, and of neglecting to examine 
where all our activity is leading us, whether its outcomes 
are really worth while. We are accused, in short, of not 
pay ing enough attention to our goals. 

In our group and organizational life, we Americans are 
noted for the number, variety, and energy of our volun- 
tary associations. We are forever organizing groups. Over 
a hundred years ago, Alexis de Tocqueville, a young 
French visitor to the United States, wrote: “In no country 
in the world has the principle of association been more 
successfully used or applied to a greater multitude of 
objects than in America. Societies are formed . . . to 
promote the public safety, commerce, industry, morality, 
and religion. There is no end which the human will 
despairs of attaining through the combined power of 
individuals united into a society .. . 

“Americans of all ages, all conditions, and all dispo 
sitions constantly form associations .. . not only commer- 
cial and manufacturing .. . but associations of a thousand 
different kinds. The Americans make associations to give 
entertainments, to found seminaries, to build inns, to con- 
struct churches, to diffuse books, to send missionaries to 
the antipodes; in this manner they found hospitals 
september, 1952 
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are our goals worth while? 


a look at our targets and consider 


why we aim at them 


chools. If it i 
truth or to foster some feeling by the encouragement of a 


prisons and prope ed to inculcate some 
great example, they form a society,” 

Our habits have not changed since de Tocqueville wrote. 
Town and countryside are honey-combed with voluntary 


groups organized for self-education, for social action, 
for recreation, or for a combination of these purposes, 
But in the 


ask whether the really important things 


midst of all this activity voices are raised to 
are getting done. 
Are our groups frittering away their time on trivial recre- 
ations and narrowly personal interests? Are our group 
le ade rs too mur h concerie d with the rac hinery of organi- 
zation and group procedure, to the neglect of the great 
themes of freedom, social justice, peace, and personal 
de velopment ? Are our goals adequate or do we contine 
them within the narrow limits of our immediate wants? 

This line of questioning betrays an uneasy suspicion 

that: 

(1) there are more important objective and interest 
than those that most of our froups tend to pursue ; 
and that 

(2) group leaders should be more concerned with rai 
ing the sights of their groups than with developing 
the kinds of participation that enable groups to set 
their own goals in the light of the interests that 
they already have. 

Persons who feel this way do not regard themselves a 

they 


human freedom and wish only to have people assume 


undemocratic. Usually have warm dedication to 


responsibility for informing themselves, discussing, and 


acting intelligently on the great issues of personal and 


<ocial living. The technique they favor are those which 
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to become interested in these great issue 


eu them intelligently I hie techniques they 


those which enable groups to decide what it 


oing to be concerned with 


roup focuses its attention on. what its goal 


a problem 


into apparent conflict two major « lements in 


i matter of utmost concern. It i 


whie h bris 
the ethical tradition of our society: on the one hand, we 
want people to decide for themselves what their interest 
are and what they will strive for: on the other hand, we 
want the to be enlightened and responsible in their 
choice of interests and activities 

I hve ‘ two demand are not easily reconciled, Qur 
ibility to meet both of them depends, in part, on our 
understanding of some of the force operating in typu il 
yroup ituations 

When dividuals come together for a purpose for 
‘ carpe to study or learn together, or to make decisions 
for action each individual has his own interpretation of 
why the roup is meeting and his own personal expecta 
tions about what will happen at the meeting, what it will 
mean to him, and what his role in the froup will be. What 
may have seemed, on paper, to be a single goal is in 
reality a multitude of different understandin expecta 


ind fear The goals a group de velops must 
be built from these raw materials. To the extent that the 


tion he jt 
motivatin ims and interests, the level of understanding 
and the ideas of members are not incorporated into the 
wroup vals, the group will lose the loyalty and partici 
pation of its members; it will be a “weak” group 

tesides building on the points of view and wishes of 
member the process of arriving at suitable goals for 
group activity should take account of the fact that the 
member ust become, in St. Paul's phrase, “me mbers of 
one another 

We know how easy it is for friends to understand one 
another and to reach agreements, Our tric nds are those we 
like to be with and who like to be with us. With a group 
of friends we behave more spontaneously and with readier 
sympathy than with others. Criticism is more frank: 
praise more genuine 

Some groups form for no other reason than the desire 
of their members to spend time together, 

Other are organized because the members want to 
learn something, to do something, or to get something 
done. The members of this type of group come together 
because of a common interest, not because of a mutual 
interest in one another, That friendships form in such 

usually taking the form of cliques and 


attraction and 


groups we know 
ubygroup \ process of spontaneou 
re pul ion draw ome peo} le more closely together, keeps 
others apart. In this sense friend hip can be a divisive 


force 

\ major goal, then, for a group that wants to work pro 
ductively is the development of some level of friend hip 
among all the members. Without continuous attention to 
this goal, it will be more difficult for the group to develop 
shared goals for group activity out of the members’ 
individual vie w points and interests 

We cannot regard a friendly atmosphere in a group as a 
condition eparate and apart from the group's task of 


electing and achieving learning ind action goals, The 


methods by which tasks are selected and worked on can 
either confirm and deepen an initial will to mutual trust 
or can cancel it out and bring to the fore initial tendencies 
to mutual fear and dislike. Friendship implies a basic 
equality of group members. Making decisions and accom 
plishing tasks require that members take various roles and 
issume various responsibilities. That is, the group dep nds 
upon different individuals to do different things for it. For 


all of us 


as having higher status. Depe ndence impli S ine quality. If 


the people on whom we are de pe ndent appear 


this is true, it is obvious that a group, as it proceeds to 
make and carry out plans, can preserve the equality of 
friendship only by developing mutually dependent rela- 
tions among its members. Nor can these relations be of 
the “you de pend on me to lead and I de pend on you to 
follow” variety. Our aim is brotherhood, not paternalism. 

The kind of interdependence that make for a group 
that is strong, productive, and rewarding to its members 


can be fostered by: 


(1) Involving all members in the processes of de iding 
on goals, on the steps to be taken to reach the 
goals, on what tasks need to be undertaken by 
which members, and on ways of reviewing and 
evaluating progress. (The alternatives are to leave 
basic decisions in the hands of a few members. the 
leader, or an authcrity outside the group. ) 

2) Using systematic methods of collecting and com 
municating the information the group needs to 
make these decisions and to find out how well they 
are working out. (The alternatives, in this case, are 
to let the effective power of decision-making fall 
into the hands of those with the greatest powers of 
persuasion or the greatest prestige, or to grasp at 
the decision that seems easiest to make because it 


arouses the least opposition, ) 


When basic authority for setting goals, planning activ- 
ities, defining and assigning jobs to be done, and evalu- 
ating results is located in a group using methods of full 
participation and systematic fact-finding, it becomes easier 
for mutual depend nee to deve lop and easier for the group 
to resist attempts to dominate it, whether these come from 
a leader, a clique, or outside pressures 

If this goal of growth toward group maturity is 
accepted, it is not too difficult to see how we might recon 
cile the two ethical demands that we make of groups in 
our society: “On the one hand, we want people to decide 
for themselves what their interests are and what they 
will strive for; on the other hand, we want them to be 
enlightened and responsible in their choice of interests 
and activitie 


Both demands are met only when a yroup 


(1) is freed from control exercised over its aims and 
activities by a leader, by a part of the group, OF 
by an authority outside the group, and 

2) develops methods of participation and fact-finding 
which enable it to discover the real interests and 
concerns of its members and to develop shared 
responsibility for the group’s development and 


act omplishments. 


In such a group freedom is exercised, justice and peace 


are practiced, personal development occurs. We cannot 


teach what we do not do 


adult leadership 
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There Ss a motive, they Say. behind every murde - You 


have to find the motive to solve the mystery, and to 
understand it. So you must discover the hidden agetida 
to find out how and why groups behave as they do. Leland 


P. Bradford tells you how to recognize hidden agendas 


— main reason for people coming together and form- 
ing a group is that there is a publicly stated, agreed-on 
task to be accomplished. This is the surface, or public 
agenda. It may be a program, a task, an objective. But 
below the surface there are quite apt to be hidden agendas 
which the group probably does not openly recognize. 
Individual members often have these private agendas. 

It would seem that if the task is clear and the leader 
competent there could be no reason why the group should 
not proceed logically and calmly to an intelligent conclu 
sion. 

Yet, as we know too well, groups do not always work 
logically nor react intelligently. They wrangle over in- 
consequential points while the main issue is neglected, 
make decisions that would ill-become a ten-year-old, o1 
forget all patterns of logical thinking as they tortuously 
twist their way through masses of muddled thinking. 

Before our judgment of groups becomes too severe, 
however, we need to realize that groups are working 
simultaneously and continuously on ywo Jevels. One level 
is formally labelled. Whether confused or clear, simple or 
difficult, this is the obvious, advertised purpose for which 
the group meets. It represents the acknowledged task 


local PTA, to plan a meeting or conference, to gain under- 
standing of child behavior. or to study the Declaration of 
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? and what to do about them in... . 


By LELAND P. BRADFORD, Director, Division of Adult Education Service, National Education Association 


facing the group: to nominate a slate of officers for the 


Independence. It is the open and ag knowledged avenda for 
the group. 

Unlabelled, private and covered, but deeply felt’ and 
very much the concern of the group, is another level. Here 
are all of the conflicting motives, desires aspiration and 
emotional reactions held by the group member ub 
xroups of the group as a whole that cannot be fitted 
legitimately into the accepted group task. Here are all of 
the problems which, for a variety of reasons, cannot be 
laid on top of the table 

Appropriately. these are called hidden agenda 


* * - * * * 


An assistant superintendent of schools believed that many 
of the teachers in her city needed further training. The 
superintendent accepted her idea and suggested that such 
training be started cither by conducting a two-day training 
institute on Fridays and Saturdays or by having hour-and- 
a-half meetings once a week for ten weeks. Either plan 
placed the training period on the teachers’ own time. 

At a meeting the principals agreed at onee on the value 
of such training and appeared at first to like either of the 
alternative plans. However, difficulties then arose. Some 
wanted one plan, some the other. All the teachers could 
not meet at the same time. Hidden agendas were never 
mentioned. Many of the principals resented being given 


only two choices. Others suspected that the superintendent 
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believed their schools were backward. They thought that 


the training program was really aimed at showing up their 
ochouols, 

Iwo of the principale were younger; they felt they were 
better liked by the 


support him in anything he wanted. Two other principal» 


superintendent and they wanted to 
had « number of older teachers who they knew would ob- 
ject seriously to the whole idea. 

Ihe situation was further complicated by the assistant 
superiniendent who was new to her job and not entirely 
accepted by the principals. At the meeting she made the 
weight of the superintendent too obvious. She implied that 
she thought the system was behind the times. The prinei- 
pale hoped seeretly that something would happen to elimi- 
nate the entire idea, so they delayed matters, waiting for a 
miracle, 

These were only some of the hidden agendas. They are 
diffieult and 
action almost impossible, The group was working on pri- 


sufficient to indicate why any decision was 


vate agendas and hence moved illogically on its surface task, 


the other. When 


surface agenda with a sense 


bach agenda level alfect i group is 


proceding successfully on it 
ol accomplishment and group unity, it ts evident that 
major hidden agendas have either been settled, are being 
handled being worked on, or 
have been temporarily put to leep Let the group rea ha 
crisis 


as the surface agenda is 


on its surface agenda and run into difficulties, how 


ever, and somnolent hidden agendas come awake 

Groups can work hard on either or both agendas. A 
group frequently spends endless time getting nowhere on 
its surface agenda, set mingly ‘running away from its task, 
and yet, at the end, gives the impression of a hard-working 
group, Often froup members leave a meeting saying, 
“Well, we got somewhere at last.”” Yet, if asked where 
they would have mentioned relatively 
trivial decisions on the surface level. What they were really 


saying was that some very important hidden agendas had 


got, they some 


heen solved 
\ group may have been working hard without visible 
Suddenly it 


surface task and in a short time 


movement on it appointed task starts to 


move efficiently on it 


brings it to an adequate conclusion. The group had to 


clear its hidden agenda out of its way before it could go 


to work on its obvious job 


A high school faculty committee met to decide what to do 
about the coming retirement of the head of the English 
Department, The meeting meandered in a curious fashion, 
Under the rather easy leadership of the chairman, each 
committee member seemingly felt impelled to make two 
kinds of statements in one sentence-—such as: 

“L certainly want to have us give a fine present to Miss X, 
but I do worry what kind of precedent we are setting.” 

“If any one deserves a fine ceremony, Mise X does. How- 
ever, | wonder how much the teachers can afford to give.” 

“Miss X herself wouldn't want us to do anything for her, 
but we really shouldn't let her feeling stand in the way of 
doing something nice for her.” 

After these statements were expressed in a number of 
ways, there seemed to be a sudden group feeling that some- 
thing had been completed. At a certain point, the group 
dropped all hesitancies anid methodically, objectively and 
quickly analyzed its task, determined how to collect infor- 


| Pe a Ea 
a ie as TT a. 


mation about what Miss X would want most, what the rest 
of the teachers would most like to give her, how the cere- 
mony of presentation could be dignified, and how to keep 
it all at a cost that was aeither too niggardly nor too 
profligate. 

lo the observer it appeared that here was a group hid- 
den agenda that needed to be handled—the opportunity 
for each group member to express in a legitimate fashion 
certain hostilities he felt toward Miss X, or thought that 


other teachers felt. If the leader had moved too fast to a 


decision or had tried to prevent these expressions, the 
hidden agenda would probably have come out in a less 
adequate solution to the group task. Committees under 
circumstances of that sort have bought presents that were 


obviously inappropriate or unwanted by the recipient. 


Let's Not Judge Hidden Agendas 


Hidden agendas are neither better nor worse than surface 
agendas. Rather they represent all of the individual and 
yroup problems that differ from the surface group job 
and therefore may get in the way of the orderly solving of 
the surface agenda. They may be conscious or unconscious 
for the member or for the group. They are not to be 
blamed ol damned. 

Burying them does little good. Pretending that they, 
like country cousins, are unrelated to the group is equally 
ineffective, They are important, because they concern the 
group, and something needs to be done about them. The 
unswer may be to solve them or to shelve them. 

Groups, fortunately, can work on both agenda levels 
at the same time. What is needed is improvement in effec- 
tive ways of working on hidden agendas as well as on 
the surface agenda. The first step toward greater effective- 


tess 8 to recos nize the kinds and sources of hidden 


Types of Hidden Agendas 
Hidden agendas can he held by: 


Il. GROUP MEMBERS 
2. THE LEADER 

3. THE GROUP ITSELF 
kach of these, in turn, can be divided in terms of the 
cause of the hidden agenda held and the person or group 
unit to which its actions are directed. 


The hidden 


rroup 


agendas held by various individuals in a 


vrow out of a number of causes. Some hidden 


uvendas deal with the group task. 


The Individual and the Group Task 


While the group may be struggling for an acceptable solu- 
tion to its problem, some members may have brought 
answers in their hip-pockets. Obviously a hip-pocket 
answer is usually not acceptable to a group because it 
implies that one individual stands to gain, somehow, 
more than the rest, and because it implies that the indi 
vidual, by himself, is much more competent than the 
group. So the individuals with hip-pocket answers wait 
until they judge the time is appropriate for them to have 
just thought of a good idea. If their minds are pretty well 
closed to any other solution but their own, and if they are 
intent on watching the group discussion to find the best 
time to enter their solution, they are probably not the 
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best ntributing members of the group. Their hidden 
agendas are definitely affecting the group. 


In back of some group members stand invisible com 
panions, They. with the part ular group member, belong 
to some other group and they are present to make certain 
their representative fights for the special interest of their 
group. The fact that these invisible companions are pres 
ent only in the mind of the xroup member makes them no 
less effective in controlling his behavior in the present 
group. 

So some group members are torn by divided loyalties. 
They are members of two groups at the same time. So long 
as the groups follow the same path, there is no conflict. 
Let the paths divide and the individual must try to bring 
them together or be forced to choose between them. The 
individual may change from a flexible, cooperative group 
member to one who is more tense as he tries to push the 
group toward a point to which it doesn’t particularly 
want to go. To the group which doesn’t know of thé hidden 
conflict of divided loyalties, the behavior of the individual 
may seem suddenly incomprehensible 

A community group, composed of representatives of 
various organizations and agencies, that meets to work on 
a problem of importance to all present, usually presents 
a clear picture of divided loyalties and invisible compan. 
ions. In the mind of each member is a picture of the 
group he represents and their wishes. In essence, he i 
participating as a member of the present committee with 
interest in its program, but he is speaking the words and 
thoughts of another committee. His two purposes some 
times get in each other’s way. 

As a group moves toward the solution of its task. it may 
suddenly threaten some group member and make him 
fearful. Perhaps a staff group is about to make a decision 
that threatens to bring criticism to the job area of one 
individual. Perhaps a group is approaching a decision 
that makes one group member fear he will have difficulty 


in defending his colleagues in another group. Perhaps the 
class discussion, in high school or college, is approaching 
the point beyond which the group member has studied 
Perhaps the group discussion of intellectual ideas is 
beginning lo ¢ hallenge certain long held bee liefs ola wroup 
member—beliefs he doesn’t want to re-examine. For dil 
fering reasons these individuals would hesitate to state 
their fears. Nevertheless, these fears are going to become 
dominant hidden forees causing members to try to change 
the group’s direction, irrespective of the logic or desir 
ability of the path the group is taking. 

Sometimes group members have hidden agendas di 
rected against group procedures that limit their freedom 
to dominate the group. When proposals are made for 
better group organization of time and resources (buzz 
groups, subgroups, blackboard recording, limitations on 
time), it is frequently the person who manipulates and 
monopolizes the group who is most distressed and who 
feels too much attention is being paid to group pro 


{ edures. 


The Individual and His Place in the Group 


Having entered into a group, each individual is con 
cerned with his place in the group and his relationship 
to the othe zroup members. He wants to know what is 
expected of him and the limitations on his actions. The 
depth and intensity of his concern will vary with the 
importance of the group to him. 

No one wants to be excluded and every one wants to 
bask in the sunlight of the group respect. Some need to 
be liked more than do others, and some need lo have more 
power to influence the group. Certain individuals have 
more need for protection against dominance and aggres 
sion and the need for greater dependency on others. 

In any group there is a struggle for powet! and position 
which continues until a temporary equilibrium of influ 
ence structure has been reached. As individuals leave the 
froup, 4s new members enter or as a crisis develops, the 
equilibrium may be disturbed and the power struggle 
renewed and sometimes intensified, 

One of the best times to observe the force of these 
hidden agendas is during the opening period of a group or 
its first few meetings, Tension is present in the proup 
hesitancies and watchful waitings—opening gambits by 
some whe aspire to influence or power, Each individual 
fizuratively has sensitive feelers out, probing the atmos 
phere, the group behavior, and the actions of others so 
that he can answer satisfactorily questions concerning the 
degree of security and protection against attack, He wants 
to know what is expected of him and how his contribu 
tion will fit into the group; who will fight for power in 
the group; who is likely to compete with him; whom doe 
he feel closest to when issues arise; and what can be 
expected of the leaders. Here are the basi: proble ms the 
group is struggling with as it starts its history. The fum 
bling, stiff beginnings of many groups are more readily 
understood when seen against the background of the 
crucial hidden agendas of getting acquainted and moving 
as a group. 

Leadership obviously affects the way in which the 
struggle for position and influen e develops and the f fhe 


tiveness of its solution. The highly dominant leader who 


Don't you recognize me? I'm your private agenda so controls the group that members answer only his que 
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tions, merely pushes the struggle for position farther 
underground delays its solution, and makes possible the 
emergence of a few secondary group dominators. He 
maintains the tension of insecurity among members be- 
cause the group has had little chance to form as a group. 
He has tried to keep it a collection of individuals respon- 
ive to him 

The weak leader, who gives the group no help in its 
problem of gioup formation, merely serves to encourage 
one or two overly dominant individuals either to take over 
the group and immobilize it by fear of aggression or to 
use the group as a battlefield as the two competing lead- 
ers fight it out. In either case the normal process of group 


formation is distorted and handic apped 


Obviously, even after the initial effort of the group to 


cious, probably has grown out of childhood experiences 
with his father, school teachers, church leaders, ete. One 
difference between attack on leadership growing out of 
such hostility toward leadership and attack growing out 
of desire to take over leadership is that hostility to 


| 


leader and the extent of group acceptance of the leader. 

On the conscious level, individuals may have certain 
hidden agendas in relation to the leader. If he is seen as 
likely to make possible the acceptance of a solution favor- 
able to them, they will support him. He may equally well 
be rejected if the individuals feel he endangers the solu- 
tion desired by them. 

Most people have no great hostility toward leadership 
or overwhelming need to compete for leadership. Further- 
more, the hidden agendas toward leadership are seldom 
clear cut. A number may be present, to greater or lesser 
degrees, in any one individual. 

Also group members rightly need to criticize and 
endeavor to change the leadership in its direction because 
of the mistakes of omission or commission the leader 


maturity to a point where every member is playing a 
leader role in some way in the group, pressures toward 


maintaining the leader role are greatly reduced 


Group Hidden Agendas 
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ce velop as a group 1 well under way (and it should be may he making. Since criticism do not nece arily indi rE i 
empha ized that this process never ends). interpersonal cate indulging hostility toward the leader this an le i * 
truggles on the hidden agenda level can continue or would be failing of is purpose if it made people feel i al 
develop and have their effect upon the way the group guilty every time they differed from the group leader. i A’ 
works and the quality of its products ’ “ 
The Leader and His Hidden Agendas t if 
The Individual and the Leader Even the leader has his hidden agendas. One may be ; q 
‘ : merely the desire, which he nobly or prudently inhibits, i ) 
ach individual possibly has a special set of hidden ae <*. i | 
reese to cut the throat of an obstreperous individual. Another, tI 
avenda Concerning iw eader, . 4 
H ; and unfortunately too frequently present when the role | ti 
” “O. ere with the leader for influence on the of leader should be that of helping the gre up work out th 
Broup. bipes y r a sas a Seon lit its decisions, may be a hip-pocket solution which he I th 
not even be aware otf it e would have to make denial i ' , — > sine ‘ — <i bs () 
it were brought up. But his hidden agenda comes through eet ~y — — . — a H oO 
and is re: 0% s sO - : 
: : sedi = indirect ways. He ton Ly = nge eo it the On the deeper, and usually unconscious level, his hidden i 0 
noes Son San at some point. (There is a definite but not agenda may be that of maintaining his leadership at any ; h 
always ea os — differe — lye or —, cost. The position of influence and power is ple ising. and 0 
Se ee wer a nee ¢ ol a mistake ( ! Pr eader, aa he will resist relinquishing it. One of the hardest tasks p 
the challenge that ha or its purpose the destruction o faci . : . 
acing any leader of a continuing group is to allow it 
the — ) Usually sree ppg ange your he to grow up and to be less dependent on him. In little n 
; n ic . Froup is re owe to to wae the leader, ane By ways, as so frequently parents do, he maintains his control ‘a 
iis Challenge is more likely to gain group support. by il 
over the group. 
directing “wo sabe at noo se 1 i a ge he On the other hand, other individuals may tend to want a 
hil ry to pe —— B ack to himsell, ane ble a . to give away their leadership at the same time they seek 0 
while, control the group. by Nery eae os ra u it. Usually this ambivalence grows out of a feeling of i 
tions to group Impasse or by making procedural sug- . . : 
guilt about wanting to be leader. 
‘ tions, he a " gt erty ag rs a Of course, many leaders have neither hidden agenda. u 
ree ea ! ry 2 re lead : e u ‘. y oe nt that They may he willing to accept leadership when the group ! 
! ’ le a eur . arpa the “. he iy as the group requires + he pleased by their opportunity to serve and ! 
; argely influenced and controlies ry ieee to have recognition, but vlad to release the le idership 
He may, as another type of hidden agenda, feel gen and pass it on. Where groups have grown in ability and 
erally hostile to all leaders. This hostility, usually uncon- ‘ 


\ 
leadership does not always lead the individual to desire Once a group has begun to form (when there is some ' 
to dominate the eroup himself. He may be more con- expectation that it will meet more than once and when 
cerned with attacking leadership wherever found. there is felt to be some common concern of the group ' 

On the other hand, childhood experiences lead some as a whole), it shows many characteristics common to 
individuals generally to seek to be dependent on leader- individuals. Its most fundamental trait seems to be a will 
ship. For these people there is greater satisfaction when to survive. No matter how much at war parts of the group } 
they can find and cling to a person who assumes leader- may be with other parts, there is usually a movement of | 
ship responsibilities. Their hidden agenda is to maintain the group itself that can only be explained on the basis 
the comfortable state of dependence and their group con- of an urge for survival. A group under attack, either from | 
tributions are affected by the degree of attack upon the a source outside the group or from one of its own mem- 
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will move to resist this attack, whether or not it is a 


logical criticism of the group’s operation, A group with 


bers, 


absent members will show signs of depression and worry. 
Somehow the fact that these members are absent seems 
an attack on the group—as if the members, if they really 
valued the group, would find some way of attending. 
When new members come into a group, there is a period 
in which the roup exudes a sense of tension until it 
knows whether the new members will disrupt the group 
When one member moves too fast and too far, causing 
potential splits in the group, a quiet resistant movement 
grows within the group. 

\ group is fearful of conflict when the conflict promises 
to destroy the group, even though it permits and encour- 
ages conflict among members, against the leader, against 
an outside force, as a means of escape from tts job. The 
difference lies in whether the conflict threatens the basic 
yroup being. Warfare is tolerated—is even fun-——until it 
threatens the basic survival of the group 

The group may have hidden agendas about its task, 
If the task is seen as too difficult; if it suggests conse- 
quences that might be harmful to the group; if it has been 
pressed on the group by some outside group or individual 
that is disliked by the group; if it is solely the leader's 
task, the 


the task. While this is never brought out on the surface, 


oup’s hidden agenda may be to slow down on 


the group has many ways of running away from its job. 
One pattern of flight may be that of endless discussion 
over unimportant details, another the flight through listing 
on the blackboard endless lists that could better be done 
by one person later. Escape into discussion of principles, 
or into esoteric arguments is very common. Anecdotal 
periods that delay work are found in many groups. 
Groups develop hidden agendas about a given group 
member or leader. Where some one has heen overly 
aggressive, the group may center its hostility upon that 
individual. Under tension from sources that cannot be 
adequately attacked, a group may scape-goat one of it 
own members. Thus groups distort the patte rn of work on 
the task level to fit the many hidden agendas present, 
Groups can readily develop hidden agendas concerning 
the leader. If he is too dominant, the hidden agenda 
reaction may take the form of passive resistance, If he 
takes sides on crucial issues or leaves the group with no 
security about his fairness, active revolt may take place. 
Frequently a group is obviously following the leadership 
of one of its member while it permit the designated 


leader ti » through the empty forms of leadership. 


What to do About Hidden Agendas 


The problem of handling hidden iwendas in such a 
way that they do not block group productivity or lead to 
group failure and disintegration faces every leader. 

Pretending these agendas are not present, ruling the 
group with an iron hand, and forcing it to stay on the 
beam h ive been relatively unsuccessful, | sually a le ader 
who acts in this way comes out with an apatheti« endorse 
ment of his own plan, with no responsibility upon the 
parts of the members to carry it out. with much conflict 
and aggression in the group, oF with many efforts of the 
group to run away from its job. 


Effective leadership, however, can do much to help 


septem her. 1952 


the group bring together its work on both its surface 
and hidden levels. The leader who recognizes that his 
function is basically to help the group at its points of 
need, rather than to direct the roup OF pull it along 
reluctantly, after him, can do much with the problem of 
hidden agendas. His approach of service to the group 
should tend to make him more sensitive to group needs 
and more diagnostic about group problem 

Such a leader can observe the following suggestive 
points; 

1. Look for hidden agendas that are present. Recogni 
tion of the possibility of hidden agendas on individual 
and group level is the first tep in diagnosis of group 
difficulty. Diagnosis is the necessary first step before 
intelligent action can be taken 

2. Remember that the group is continuously working 
on two levels at once Consequently it may not move as 
fast on the surface task as the leader might wish. 

}. Sometimes the leader can make it easier for a group 
to bring its hidden agenda to the surface. The leader may 
say, for example: “L wonder if we have said all we feel 
about the issue. Maybe we should take time to go around 
the table so that any further thoughts can be cope ned up 

1. When hidden agendas can be laid on the table and 
talked about, they are easier to handle. But many hidden 
agendas would hurt the group more if they were talked 
about openly A leader or group member needs to be 
sensitive to this point and should try to recognize what a 
group can and cannot face at a given point 

5. Don’t seold or pressure the group because it ha 
hidden agendas. They are present and legitimate and need 
to be worked on as much as the surface task 

6. Help the group to remove feelings of guilt about 
hidden agendas. As groups are aided to bring out into 
the open some of the hidden agendas and treat them 
legitimately, there will be a lessening of feelings of guilt 
about them and a tendency to lay more of them on the 
table. The leader might say: “We certainly could expect 
that each of us might see things somewhat differently and 
we certainly shouldn't feel guilty about wanting different 
things accomplished. That is all part of the many differ 
ences that make up a group % 

4 Help the group work out methods of solving their 
hidden agendas just as they cde velop methods of handling 
their surface agenda. Such methods may vary, but basic 
ally they call for opening up the problem collecting as 
much relevant data a po ible and seeking a solution 
based on such data. Obviously, data relating to the indi 
vidual’s feelings and problen ire as important as more 
logi« il data In the la t analysis problem olving method 
are needed for solving hidden agendas 
a Help the group ev iluate its progres in’ handling 
hidden agenda ach experience hould indicate better 
ways of more ope nly handling future hidden agendas \ 
groups grow in maturity and strength, the number of 
hidden agendas that remain hidden is definitely reduced 
either the last fifteen minutes ol 


a group meeting. or one meeting out ol a series of meet- 


Short evaluation sessions, 


ings, can be very profitabl to @ group. In such sessions 
a group ean look back lo see how many more problems 
it was able to talk freely about and how much more con 


fidence the group had in its members, 
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There are four small high .\ hen the curtain rises, Chairman Gerald Marshall and Pro- ie th 
schools in Farm County. fessor Milton L. Mannion are sitting on straight chairs behind i 
Pho on , : H 
sh r ef ox ounr) a table on the platform in the gymnasium of the Farmington High ; 
joar ducation has in . : : ‘ : e 
; of Ee me , School, which has been converted into an auditorium for the eve- th 
vied a twenty-five member . ah . ae | 
; ning. The platform has been placed to stage right. The basketball pm 
Citizens Committee to study re te @ - | The hiel i 
ackboards in the gymnasium loom large. The high, caged ceilin 
the schools and make rec st 1 : 1 li ] 5 itl 6 “ | 6 
. y are all. Marsni mstage with a vacz thair betwee ' 
ommendations regarding the lig its glare on a larsh ‘ is downstage with A vacant ( salt " twe n we 
consolidation of the four him and the professor. Fifteen members of the Farm County Citi- i al 
high schools into one zens Committee for the public schools are scattered among thirty-five Pe 
. . . . . . . . ih 1s 
Let's sit in on the Com wooden folding chairs in straight rows facing the platform. Most a , 
. ‘ ’ ; ‘ ; it da 
multee's first meeting as i of the committee members are in the rear rows. He es 
tries to set its goals and start :— . . : . : : i | 
A The Committee, made up of representatives of interested organi- Ay uf 
working toward them. Then, é DES? . . ule pr 
, zations, has been invited by the new County School Board to study 4 
alter the meeting, let's dis : 2 : é rie. to 
cuss what happened —~ and and make recommendations regarding consolidating the four high i a 
why schools in the county. / th 
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GERALD MARSHALL, president of the county school board and chairman 
of the Citizens Committee 

ARTHUR NATHAN, representing the Northtown PTA 

MRS. HUBERT NELSON, Coldwater PTA 

MRS. CLAYTON SYKES, Brown PTA 

EUGENE COX, principal of Brown High School 

NELS FATHERINGHAM, former president of the Farmington School Board, which has been 
abolished 

ELLIOT MC INNIS representing the Property Owners Association 

MISS CATHERINE NEIGHBERT, Farmington teacher 

MRS. TIMOTHY LAMBERT, Clearwater Christian Church Women 

EARL BENDER, a farmer 

HARVEY scoTT, Farm Bureau 

LEO SCHWARTZ, Farmington Men’s Club 

MORTON KOCH, principal of Farmington High School 

FRANK GOEDKE, former Board member, Columbia Junction High School 

MARK GUNNARSON, Agriculture Department, Three Oaks High School 

ARNOLD opoM, former Board member, Three Oaks High School 

PROFESSOR MILTON L. MANNION, Dept. of Education, North State University 

OTHER MEMBERS OF THE COMMITTEE 

THE SCHOOL JANITOR 


gT LAUEME in consultation with H. M. Hamlin 
mec ees AD " 


i ed 


SCENE I County Board know that there has been some criticism 


‘ of the county-wide plan 
GERALD MARSHALL, Chairman o} the Citizens Com I 


mittee and president of the new County School Board, ‘ Ray 
Well ers Association, interrupting. That isn’t all that people 
ell, 


ELLIOT MC INNIS, representing the Property Own- 


standing up and shuffling through some papers. 
folks, | think we may as well begin this meeting. Not 
everyone is here yet, but we're fifteen minutes late now, 


are dissatisfied with around here. 
GERALD MARSHALL, ignoring the comment, looks at 


2 ; . : his notes and goes on. Lach of you represents one of the 
and wed better be getting started if we're going to get . 


. organizations most concerned with the schools in our 
through tonight. 


county. Now it has been sugvested that the four high 


“ A" . > . 7 > T° ° . 
ARTHUR NATHAN, representing the Northtown PTA. schools in our county be consolidated into one—-or pet 


Hold it. Gerald, here come some more. Two more mem- 


haps, two—to give us a stronger, more eflicient, and more 
bers of the Committee enter the gym, left, crawl over 


economical school system. The plan presents certain prob 
lems which this committee ought to go into. Before the 
board puts the plan into effect, we want the public behind 
GERALD MARSHALL. All set back there? Now as | us. The business for this evening starts off with a report 
was about to say, we all know why we're here, and we on “How Well Are Farm County Students Prepared For 
all know that the purpose of this first meeting of the College Entrance?” by Professor Milton L. Mannion of 
Farm County Citizens Committee for the public schools North State University, who has made a study at the 
is to begin a study of the problems involved in consoli request of the County School Board. 
dating our four high schools. If you recommend that [ promise you that the professors report will be 


three people on the aisle and finally get settled in the 
‘ 
last two vacant seats in the last rou 


we should go ahead with the consolidation, it will be put both short and interesting. Then following Professor 
up to the voters next fall. We all ought to know the Mannion, the next item of business will be the ippoint 
pros and cons of the suggestion. In order to know what ment of committees to get the facts we will need to 
to recommend, we need to know the facts. It is the busi do a sound job of reorganizing and redistricting \ 
ness of this committee to get the facts and give them to I see it. we will need committees on location 
the County School Board and to the voters. We on the curriculum, building. administration 
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ordinating committee. 
planning for the next 
meeting il ittes 

Professor tell us 
when you con pared tudents from 


chools7 
Thank 


pul lic §=information 
Then the final tion il by 
which the 


Viannion vill you 


will report. Now, 
M 


found 


chools 


what you 
bkarm County 
with students from other 
PROFS On [ANN 
Ladies and 
the college into the boy it is to 
the college. Polite laughter 
I think I’ve brought 


ibout getting boys and girl 


Mr. Chairman. 
is harder lo get 
get the boy 
ut seriously (consulting his 
food for thought 
A report of our 
for the fall of 1951, 
fall 1951, 
things For ex ample, a 
high school 
requirements As a 
had as 


| itt 


gentlemen 
into 
notes) you ome 
in college. 
entrance records at the University 
and of students’ 


rather 


records for the semester of 


hows some interesting 


ubstantial number of Farm County gradu 
ates did not meet university entrance 
fact 

Another 


twenty 


matter of only one other county poor a 


record. rather lara County 
tudent 


that i 


grouy ol 
five accepted conditionally 
pecial course in order to 


And till 


emester 


per cent, was 


had to take 
standard 

failed in their first 
compared to other counties in’ the 


high school 


EARL BENDER. hoarse whisper 


they 
University nother 


tudent 


meet group of 


bf urthermore as 
state, fewer barm 
vraduates even try to 


W hy 


County vo to college. 


should the y Oo 


| 
to college anyway 7 


PROFESSOR MANNION. Now if we look over the 


lire for the past ten yeat 
SCENE I (The Same) 
half hour 


HALI 


TIME: One 
CERALD MARK 
Mannion, for 


later. 
Thank you very much, Professor 
ind challenging re- 
us food for thought. Several 
three 


think 


your very interesting 
You certainly did give 
raised, two or 
bac jh dows | 
or Mannion’s report is deserving of thought and 
But we hehind schedule, so 
I'm going to ask that any comments be as breef as po 
ible The the Elementary 
PTA is the first to her feet and Gerald Marshall nods to 
her. Mrs. Nelson 


MKS. HUBER 


hands are tentatively persons start 


to rise, and then sit we all agree 


Prole 
discu somewhat 


representative oj Coldwater 


NELSON, I want to say that the pro 
the need, the absolute 
professional standards of 


qualifications for 


report certainly proves 
necessity, for raising the 
schools. That is, | 
should be 

MES. CLAYTON SYKI 
School PTA. 1 agree 
Profe 


we need hiohe ! 


our 
mean the teachers 
higher. 
representing the Brown High 
with what Mrs. Nelson says 
sor Mannion’s report, and it seems to me to prove 
cal 
pul ory retirement plan too 
EUGENE 


about 


salary and a retirement, a com 


coy 


certainly are in favor of anything that 


achool peopl 
will help raise professional standards 
PROFESSOR MANNION | hope you ladies and gentle 


will not be 


men too hasty in drawing conclusions from 


this re port 


GERALD MAR 


Thank you, Profe 
get on to the business at hand 
the appointment of the Do | 


HALI or Mannion. 


Now 


whic h Is 


| wonder if - Ci 


tudy committee 


princtpal ol Brown Mi h School. We 


; Hay eae A eee 
ey Sa Rasre 


on?’ There isa pause lor listening 
ARTHUR NATHAN, I that ees be, 
that the chairman appoint the committe: 
MORTON principal of Farmington 
School 
ELLIOT 


move commiutt 
mean 
KOCH, High 
Second, 
MC INNIS, representing the Property Owners 
How much is all this 
I want to know more about 
What are these higher 


talking about? 


\THERINE NEICHBERT, 


Issociation. Just a minute now. 


roing to cost us anyway? 
these 


that 


retirement salaries 


plans. 
you arfeé 
teacher. 


MISS ¢ Farmington 


Something has to be done about salaries if we are going 
to hold on to our best teachers. 

LEO SCHWARTZ, Farmington Men’s Club. There must 
he omething 
kids can’t get into college. 

ARNOLD ODOM, Board member, Three Oaks High 
School. Vd like to know what we’ve been paying them 
for all thi 

FRANK GOEDKE, former Board member, Columbia 
Junction High School. We've been spending too much 
on frills like the dramatic club. Why 
those kids can’t even spell when they get out of high 
chool. ; 

GERALD MARSHALL, I think, folks, that it is obviou 
that Profes 
do something in Farm County. Now, let us try to get 


the matter with our teachers now if our 


time. 


money some ol 


or Mannion’s report shows that we need to 


ahead with the business of the meeting and see if we can 
get our working committees appointed, Now, the first 
on the location of the schools. 

SYKES. Does that that 


voing to tell us where the school is going 


committee ts 


MRS. CLAYTON mean ome 


committee 1 
to be put? 7 


NELS FATHERINGHAM. I want to know 
this location 


more about 
too. In Farmington we have the 
best school in the county and there is no reason for any 


business, 


change there. 

CERALD MARSHALL. Well, these are matters for the 
committee to take up. Our goal is to get the co: 
established . 

ELLIOT Mc INNIS, Well, I want to know who i 
to decide on finances. Does the county school board plan 


nmittees 
pony 


to sell bonds or are we going to have another raise in 
taxes or what? 


MORTON Farmington 


KOCH, principal of} High 
School. Mr. Fatheringham, I don’t think we can jump to 
the conclusion that reorganization will necessarily mean 
We may 

LEO SCHWARTZ, Farmington Men’s Club. Who ever 
heard of a reorganization that didn’t cost more? 
CLAYTON SYKES. These matters are to be taken 
up by the committee on finance, aren’t they? 
ARNOLD ODOM, We're being kept in the dark on all 
things. 


an increase in taxes, 


MES 


these 
=f hool 


spent a 


ELLIOT M¢é I'm not sure I trust the 
the heard they 
whole meeting discussing the purchase of seven coal 


outside the 


INNIS. 


board in matter of finances. I 


shovels and then they went county to buy 


them. 


BENDER, 


a farmer, Some 


EARL limit ought to be set 
on the amount of money these folks are 
| move 

GERALD MARSHALL. Just a minute, Mr. Bender, are 


going to spe nd. 


adult leadership 
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i you here representing an organization? The Citizens 
c Committee, you know is made up of people who have 
a been selected by organizations in Farm County and al- 
& though we are very happy to have any of the public take 
| part in these meetings, only official representatives can 


make motions. Whom do you represent? 

EARL BENDER. | represent the citizens and taxpayers 
of Farm County. 

GERALD MARSHALL. Yes, yes, Mr. Bender, but did 
they appoint you? What organization appointed you? 

EARL BENDER. No organization appointed me, but I 
do represent myself, my wife, six cows and a cat! And if 
that’s the way you feel about it, 'm leaving! Stomps out 
of meeting Vurmurs of agreement and disagreement, 
general stirring and shifting in audience. 

GERALD MARSHALL, calls after him, Just a moment, 


Mr. Bender 


ELLIOT MC INNIS. 'm worried about the taxpayer, 


too. (,uess Earl and I are the only ones here who care 
ia about costs. 
ARNOLD ODOM. How about the public interest? Looks 
like everyone here has an axe to grind. 

LEO SCHWARTZ. Oh, Earl is always mad at some- 
thing. Let’s get on with the meeting. 

GERALD MARSHALL. There is a motion on the floor. 

MARK GUNNARSON, Agriculture Department, Three 
Oaks High School. Vm concerned about the administra- 
tion and personnel committee. If there is any reorganiza- 


tion—-I say if there is any reorganization—I want to 
know who is going to decide what happens to our present 
personnel. | have a good department in my school. | 
have confidence in my department and | don’t want it 
all upset. 

GERALD MARSHALL. Well, I think you may be sure, 
Mr. Gunnarson, that no one will recommend anything that 
would seriously upset any existing staff. 

MRS. CLAYTON SYKES. Our PTA group has made a 
study of administration and personnel in Brown High 
School and we have certain recommendations we would 
like to make. 

MORTON KOCH. Well, I would think, Mrs. Sykes, 
that those recommendations should be turned over to the 
committee on administration and personnel along with 
the study on which they’re based. 

MISS CATHERINE NEIGHBERT, Farmington teacher. 
This is one of those situations in which teachers could be 
removed without cause or explanation, teachers who have 
been loyal to their school for many years. 

ARTHUR NATHAN. Mr. Chairman, you said there 
would be a committee on curricula. Our Northtown PTA 
has been especially interested in curricula and think there 
can be many improvements made in Farm County. Farm 
County hasn't taken advantage of the advances that have 
been made in modern education. 

ELLIOT MC INNIS. We've got too much modern edu- 
cation already. I think I got a pretty good education in 
the old brick school house down the street. When we got 


‘ 


out of school we were ready for college or work. 


going on in our schools. Schools aren’t any place for 


experiments——experimenting with our children? 
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ARNOLD ODOM. That’s what I say. Some people move 
into the County and right away they want to start chang- 
ing things. Why I heard some place that experiments were 


MRS. CLAYTON SYKES. Our PTA feels that the Brown 
School District hasn't been getting a fair deal. The County 
has been spending all the money in Farmington for 
improvements there. That's where the rich people live 
anyway. Now I'm not against improvements in Farming 
ton, you understand, but | think they should be placed 
where they are needed most, 

FRANK GOEDKE. Spring Valley High School is an- 
other step-child. We've needed a new building since 1925. 
Why, you can smell those toilets a mile away! 

ARTHUR NATHAN, Can we get back to the motion? 

HARVEY scoTT. What we need in Spring Valley is 
a gymnasium. Why don’t we have one like Farmington 
has ? 

MORTON KOCH. One of our biggest problems is 
teachers getting well qualified, well-trained teachers 
That boils down to paying the right kind of salary, We 
can get kids just out of normal school, but even that’s a 
job now. But as soon as they've had enough experience 
to be really good, they move on to bigger schools. 

ARNOLD ODOM. Who is responsible for making our 
school systems good or bad? You bal hool people are! 

GERALD MARSHALL. Well, in order to build good 
morale, you have to have decent salaries. What we really 
need is community support, citizens’ interest. This mat 
ter of morale 

NELS FATHERINGHAM. This matter of morale is a 
matter of personnel. If you have good personnel, the 
community will support them. We have plenty of com 
munity support in Farmington and that is why we have 
the best school. 

FRANK GOEDKE. You've got plenty of money, too! 

ELLIOT MC INNIS. The professor here said something 
about preparing kids to go to college in his report. Why 
do they have to zo to college anyway / Maybe we should 
prepare them to go to work and they would learn just 
as much and maybe more. And we can prepare them in 
high school for those jobs instead of preparing them for 
some state exam. A lot of our kids aren't going to college 
anyway. Why don’t we have something like they have over 
in Rock County? Why, their agricultural departments are 
set up to teach the kids how to farm. 

MARK GUNNARSON, Mr. Me Innis, we have some good 
agricultural departments in Farm County, too. | quite 
agree with you that our schools should do more to pre 
pare these young people for the things they are actually 
going to do. 

ARNOLD ODOM. Yeah, they'd like to have all these 
kids le arning Greek if we let them 

ARTHUR NATHAN. How about the committees that 
are supposed to be appointed tonight? 

LEO SCHWARTZ. I'm here representing the Men's 
Club, but our Veterans’ Organization is very much inter 
ested in what young people are being taught these days, 
especially in the content of the text books and I don’t 
see why the Veterans’ Organization isn't represented on 
this committee. 

HARVEY SCOTT 
be represented here 


I don’t either, | think they should 


MRS. HUBERT NELSON. I've been wondering about 
that too! If the Clearwater Church i 
why aren’t the other churches? 


represente d here, 


FRANK COEDKEI It seems to me that there are an 
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awful lot of special interests here and | su pect some 
people would like to make a football of this thing. 

MRS. TIMOTHY LAMBERT, Clearwater Christian 
Church. Well, 1 ceriainly think the other churches ought 
to be represented on this committee, too. 

HARVEY SCOTT. I certainly agree that this committee 
hould be more representative of the people of Farm 
After all the school 
| move that 

CERALD 


County concern every citizen. And 


MARSHALL, interrupting. Excuse me Har 
vey, but it seems we have a motion on the floor right 
now that we haven't acted upon. Can we clear that up 
firet? The motion was made and seconded that we ap- 


to conduct the study. 


Before 
tees appointed, | want to know where the school is going 
to be. | don’t intend to leave here tonight until we've 
decided on the location of the school, and until I find out 
what you intend to do to the Farmington School. 

MRS. CLAYTON SYKES. Well, | heard that the board 
was considering Northfield for the new school. 


pot the committer 


NELS FATHERINGHAM we have any commit- 


And we 
in the south part of the county don’t want it that far away. 
ELLIOT MC INNIS. Well 


locations that the board could consider 


there are several suitable 


MES. HUBERT 
ider, they 


NELSON. Whatever places they con- 
must consider the transportation to the school. 
Sor childre n have to go mud h oo far. f specially in the 
winter weather. 
FRANK GOEDKE. These possible locations that were 
mentioned, | want to know who owns them. Looking al 
Velnnis. | understand that there was a piece of property 
up for sale not long ago, and then it was taken off the 
market, The 
chool board. 
ELIAOT Mé 
looking 


terest in that land at Turnpike Corner and if you meant 


owner is supposed to have an in with the 
nats. | clon’t know why you should be 
at me when you say that. | have no special in 
that | did, you had better prove it 

FRANK COEDKE. You may not have any special in- 
terest, but everybody knows that it was going to be sold 
for a gas station and it wasn't. Was that after you spoke 
school board? 
I didn't come here to be insulted. 


to certain members of the 
ELLIOT MC INNIS, 
If you feel that way about it, I'm not going to serve on 
any ol your blasted committees 
JANITOR, enters right, hrusquely 
off and on and announces, \t's ten thirty, 
turn off the lights and lock the doors 
CERALD MARSHALL. Well, I guess 
now, and we can’t select the site tonight, anyway. We'll 


flicks the lights 
folks. | have to 


we'll have to stop 


have to leave it up to the committee to make the necessary 
recommendations. And since we didn't get our next meet- 
ing next planned, l will send out an announcement. 
People are getting re ady to leave, some are standing, 
some turning to their neighbors lo argue or agree 
GERALD MARSHALL, raising his voice, Now, can we 
have a vote on the motion that the chairman appoint com 
building, ad 
ministration and personnel, public information, and a 


mittees on location, finances, curriculum 
coordinating committee? All in favor say “Ave.” 

five scattered voices murmur, Ave 
GERALD MARSHALL. All those opposed, “No.” 
Vost of the group loudly, No! .». CURTAIN 


Four or 


ae i * nig y 
Pal OOM oa a pee 


What Happened ... ano wry 


7 ROM here, it looks as though Farm County s Citizens 

- Committee will have a stormy career, and probably a 
short one. But it will not have been a total loss if we can 
learn something from its disastrous first meeting. 

Why was this such a poor meeting? It’s a safe bet that 
the chairman went home blaming the members of the 
group for what happened, or blaming himself for not 
being able to control the situation. But it is more useful, 
and more interesting, to see what forces caused the blowup 
then to assign blame. 

Why, for example, did the group reject the proposal 
to form sub-comittees to study the different aspects of 
the question of school consolidation ? 

Their final vote of “no” summed up their anxiety and 
suspicion about what recommendations the subcommittees 
would come up W nth. 

How might the chairman have dealt constructively with 
these worries? 

First, he might have recognized that a problem is not 
disposed of by assigning it to a subcommittee. It was his 
job to help the group agree on methods by which opinions 
and facts relating to the issues could be secured, and 
methods by which the group could use such information 
in reaching decisions. Subcommittees might have been 
useful instruments for the group to use, but only after 
the group saw what tasks needed to be done and how the 
work would help it to make its final 
recommendations, 


subcommittees’ 


The appointment of subcommittees was no substitute 
for methods of fact-finding and deliberation that would 
identify and resolve the differences of attitude and opinion 
in the group. In the absence of such methods, anxieties 
about the final outcome increased as differences of opinion 
became apparent. The “discussion” degenerated into con- 
fused bickering. 

Another source of difficulty for the group was the 
failure to differentiate its overall goal from the goal of 
its first meeting. The overall goal, the members would 
probably make 
recommendations about school consolidation. But no at 
tempt was made to find out what the group thought it 
should do at this first meeting. As a result, no one knew 


have agreed, was to well-considered 


what the group was trying to accomplish. 

Was it wise for the Board of Education to have ap 
pointed a Citizens Committee composed entirely of of- 
ficial representatives of organizations? (See “The Case 
of the Hidden Agenda,” Page 3.) 

How might the conflicting points of view and anxieties 
of the members have been used to get the meeting off on 
the right track instead of being left to bring it to a con 
fused and negative close? 


These and other questions suggested by this little play 


can lead to useful discussion in a group that is interested 
in learning how to select and work effectively 
worth-while goals. 


toward 


{// Anou H hy We're Here” 


and then discuss the questions raised above? The 


Why not stage “We 


people who tried it out for us said it was easy, and 
they had a good time shouting at each other 


adult leadership 
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working towards goals 


GROUP may be appointed by a larger body or may 
come together voluntarily. Its goal may be to 
study, to take action, or both. It may plan to 

meet for a limited number of sessions, or indefinitely. 
In any case, it will increase its effectiveness and provide 
a more stimulating experience for its members if it takes 
time to set its goals and to plan for their achievement in 
a systematic, step-by-step way. 

In this Tool Kit you will find ideas and instruments to 
help you develop systematic procedures. It is possible 
to use some of the ideas and instruments pretty much as 
presented; more probably these will be helpful in spark 
ing the imagination of a group into designing some tools 
for its own specific use. More important than techniques 
or tools, however, is a way of thinking, planning, and 
acting that helps a group to use its own resources to the 


A 


SETTING AND PLANNIN 
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best advantage, to learn from it experience, and to 
change it goals and methods when the old ones become 


inappropriate 


The figure below is an adaptation of a diagram cle 
veloped by Kurt Lewin. It is a graphic way of showing 
how a group moves from an idea for action through the 


vetting of goals, the planning of a program, and the actual 


taking of action. The loop below the line represent pe 


riods when decisions have to be made by the group, and 
they are labeled to indicate the kinds of decisions nee 
essary at each point. The perpendicular lines above mark 
off and indicate the action taken. The first half of the 
diagram, (A), depir ts the setting of voals and the laying 
and selecting ol plans The second half, (B), depicts 


steps or stages in the action and the proce by which 


es hCG 
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each step leads to an asses ing or evaluation of the first 


tep and a planning for the next. The kind of thinking 
which is graphically demonstrated by this 


about yroup 


a a a a ce 


Exploration of Possible Goals 
and Selection of Group Goals. 


\' froups are some where along the way between the 
f setting of goals and the final assessment or evalua- 
Most groups will have passed the goal 


tion of action 


etting stave and will be actively working on one or 


another activity. And groups are likely to have problems 
their existence if the goals were not carefully 
have lost sight of the goals, o1 
disagreement among the members concerning 
Regardless of its stage of de 


velopment, a group may benefit from evaluating its oper 


throughout 
defined 
if there j 


the meaning of the goals. 


if the member 


ations to determine whether they are compatible with 
rroup goal 

Group members often don't want to spend time defin 
youls. Re 


know 


expres ed in such statements as, 
“hveryon Let's 
\ statement of this kind may be 


but at a later time questions such as the following indi 


ing istance is 


why we are here. get on with the 


true at one time, 


cate that tensions are showing up wl ich the group will 


have 


“Is it our goal to make recommendations or to make 
decisions 

“Are we suppo ed to be doing something about the 
problem or learning about it?” 
Are we 
problem a a 


individually?” 


Are we here to have a good time or to work?” 


about the 
sup po ed to act 


voting lo he doing something 


group or ate we 


“Is our job to work on everybody's problems or on 


Z 


our own proble ms 


In following up any of the of questions members of a 
group may become confused over whether the goal calls 
in self-education) or chang- 


for changing themselves (a 


ing other In a group which 
has the 
calls for the members 


another yroup which has the goal of fighting crime, the 


fas in community projects - 
goal of studying music appreciation, the goal 


making changes in themselves. In 


members will want to change something outside the group 

ome particular social condition or criminals and their 
Or call for the 
both themselves and others, although 
extent of 


activities course any given goal may 


members to change 
they not be 
another of these 


may aware to any great one orf 


type of action. For instance, the de 


° 


—_- aa 


o¢¢% ¢ 


diagram is appropriate to any kind of group in which 
there is a genuine desire to include all members in vital, 


rewarding activities. 


&o ¢ ¢ 


velopment of an appreciation for music by members in 
a group may have effects outside the group. Similarly 
a group devoted to fighting crime will produce certain 
effects on its members. 

If the goals of a group call primarily for the members 
to change themselves, the members may want: 


\. To sot ialize. ( . To be inspired, 
B. To be informed. D. To understand. 
k. To acquire spe ific skills 


If a group has a goal which calls for the members to 
the the 
manner in which the members are to do so. Some alter- 


be: 


influence others, group will want to indicate 


natives may 

A. To 

Bh. To 

C. To act with the group on the problem. 

D. To act as a 
problem. 


act as individuals on the problem. 
influence others to act on the problem. 


group with other groups on the 


In any case how the members are to act (upon them- 


selves or upon others) will largely determine the kind 


of participation required of each member and will help 


people in the group to think in terms of outcomes of 
fxroup experience, 

Groups which are units of a larger organization are 
likely to find problems arising out of confusion over 
the source of the goal. Groups of this sort are often com- 
mitted to general goals by the constitution of the parent 
organization so that they have freedom to choose specific 
goals only within specified limits. 

It dissension or disagreement in a group seems to arise 
from a confusion over goals, a little investigation into 
the problem may be worth while. The short questionnaire 
below, for instance, may serve to bring out information 
the main 


as to whether the members understand what 


goal is, whether they know who has set or determined 
the goal, whether they are to act upon themselves or 
upon others, what the action and expected outcomes are 
likely to be. To illustrate the value of a questionnaire of 
this sort, two examples are given. Analysis of these shows 
that the two members who filled them 


out are in agree- 
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ment on the general goal but are in considerable dis The general points on wl ich the persons filling out 
agreement as to whether they are to act upon themselves this questionn ure agree provide a common basis for 
or upon others, what specifically they are to do, and the planning of more specific subgoals and activities, The 
what the expected outcome should be. expression of different, but not necessarily contradictory 


views about what the members should do and about th 


final outcome reveals the points on which these me mbers 
Jo Ccombal” need to do further thinking in order to arrive at a 
hetctsnmioctitiiass meeting of minds. 
é , This first, and very important, step in working effes 
Proue ahhecacore tively toward group goals—-that of defining or formu 
| 4 lating the goals tarts with an idea which i eX] lored 
( ) discussed, modified and changed until it is finally formu 
lated as a wroup voal. Although this is the first step all 


future group experiences will be shaped by it and all 


Comme. TA rnielingSs, L LAA? Ladd or activities evaluated in terms of it Goals can make or 
Ligecedd Z rei lends, read bre ak a froup, sO the leader should bye especi ill mivtou 
: to see that this step is skillfully handled. Some questions 


which it would be helpful to consider are 
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1. Does the statement of the goal includ 
a. The object or target of yroup action 


. , 4 a 4 
Dh rt Mtiiv1ded arta vrrteiarn 
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b. The source of the goal who has set or deter 
mined the goal? 


c. The kind of participation required of mem 
- 0 " ae P * . 
Ip Cow toSE AL CUA WN Iham b rs? 


Crna 4 hesinin d. The outcome sought? 
aml ( ) ) y\ 


2. Have all froup members had some part i the 


| M | ( ) selection ol the goal? 
Y 3. Do all members see the goal in the same way 


Ss laid, 1. Are the goals consistent with the parent org TT 


woute Uftins te neti and reitaunoakt owner t, 
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zation § ¢ K per tation 


prsteat es - 0 ROD deaeriwinratLon 5. Are the goals reasonable? Can we ¢ kpect lo ap 
} . ROA As b v A 


proach them with our time and resource 


6. Do we have provision for orienting new member 
Lue diseriwinalion mM nosTaunonts to our goals? 


nh) 


Ova \h sal 


7. Do we have provision and authority to modify 


or change the goals as a result of our experience 


HANGE Gi 
ERAL PLAN 


Discovering Human 
Resources Within and 
Outside of Groups. 


4 pew resources a group will need at any particular talents may be called for than were necessary during the 
time will depend upon the step in the group process goal-setting or the planning stages. A sensible rule to 
which it is about to take, whether that step is the set- follow is to be constantly sensitive to the kinds of resource 
ting of goals, the planning of a program, or the taking needs the group has at any particular time and to be 
of action. Conceivably, when a group is launching into creative and systematic about discovering the resources 
its action program, quite different knowledge, skills, and to fill the needs. 
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DISCOVERING RESOURCE NEEDS 


A yroup session devoted to determining what resources 
a group should have available if it is to reach a partic ular 
goal or objective can be very profitable. Such a session 
should be concerned with the kinds of resources available 
and not with who has them, what specifically they are, 
or where exactly they are to be found. The three general 
headings that serve to remind members of the range of 
resources they can consider may result in a breakdown 
like the following: 


a. General talent, aptitude, skill 

members have that can be used 

b. Special interests of members 

1 in one or another aspect of the 


: problem. 
Skills, talent 


knowledge, etc., 


e. Specialized knowledge mem 
bers have by virtue of previous 
study, 

by members with d. Past 


best contributed 


experience of members 
in the group itself with this or similar problem or 
projec °. 
e. Amount of time members will 
be willing to contribute. 


a. Scope of outside contacts mem 
bers can make. 

b. Amount of over-lapping mem 
berships of members who are 
members in other groups also 


i e. Generalized knowledge mem 
Contacts, skills, bers have of other groups. 
talents, knowledge dd. Knowledge members have ot 
representing a di similar projects tried else 
rect link between where. 

members of the e. Past experience of members 


who have previously worked 


group and outsid.- ; pee 
on this or similar projects. 


ers who may be 
f. People known to members who 


could be valuable contact peo 


ple. 


involved 


K- Knowledge members have ul 
published material that may 
help. 


a. Government agencies 
b. Civic agencies. 
ce. Universities or Public Instru 


tion departments. 
TT P 


_— 2 . " 
kill ’ knowledge, e. Chambers of Commerce. 
service, ete., avail { 


able from outside 


Industrial organizations. 


Labor organizations. 

gu. Religious organizations 

the group h. Minority groups. 

i. Newspapers, magazines, radio, 
ay 

j. Libraric 


After a xroup has determined what kinds of resources 
it can use in working toward its goals, the next step is 
to see whit h of the e resources are available to the group 
Three methods for taking inventory of resources are (1) 

) 


u membership questionnaire, (2) the group interview 
(4) the one-to-one interview No one of these meth rds 


lo a ac 


al 


aches Ba =. EO 
—e 
% 
Ps) 
& 
ie 
is the best method to use at any time, but all have advan- S ha 
tages and disadvantages, and all take some planning and 2 th 
preparation. © ca 
th 
MEMBERSHIP QUESTIONNAIRE 4 th 
‘ : ° : ‘ i. tu 
After a group has decided what kinds of information it " 
. . . . { 
wants from its members, a brief questionnaire can be ; 
constructed. The questionnaire can be filled in by the ¥ 
. . . ae 
members either during a group meeting or between meet- 
‘ . . ° . ° su 
ings. Such a questionnaire might look like this: 
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GROUP INTERVIEW 


The group interview is conducted like any other inter- pe 
view except that several people—rather than one—re- Se 
spond to a question asked by the interviewer. It is prob- 
ably best to have not more than four or five respondents 
in each group. The interviewer has the job of asking the 
questions and stimulating the kind of discussion that will 
encourage members to be as imaginative and creative as 


possible. It is the interviewer's job, also, to record the 2 of 
ideas and suggestions produced. This kind of interview BS 
is especially helpful for getting at the kinds of resources th 
the members themselves may be unaware of. They may sil 
oo ¢° Tar adult leadership ce 
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have read something, heard something, or done some- 
thing relevant to the problem at hand. This technique 
can help them remember and see the connection between 
their own past experience and the present problem. Also 
the small groups give the “silent member” more oppor- 
tunity to contribute to the problem than he would have 
otherwise. 


The questions can be written one to a card with space 
designated for the name of the member and the resource 
suggestion he made. The record of the names of the 
members making suggestions can be valuable later in 
planning and committee assignments. 


? 
HAVE ANY OF US READ ANYTHING RECENTLY THAT ULD | 
GIVE US SOME IDEAS ABOUT THE FOREIGN STUDENT EXCHANGE? | 
ne ? \ 
, von wore 
wh OF ANY PERS rts PR 
c uN N PLANT 
peupeuL 7 | 
DO WE KNOW OF ANY OTHER Grou 
| THER G UP IN THIS OR ANY OTHE 
| THAT HAS TRIED HAVING A apBewide 


\ SCHOLARSHIP FUND FOR fF REIGN STUDENT 


————s 


When the cards from all group interviews are collected 
and sorted according to questions, they will make a valu- 
able and usable resource file. 


ONE-TO-ONE INTERVIEW 


In a hunt for resources, it may be a good idea to inter 
view one or more people who are experts on some par- 
ticular problem; and whether the interviewers are going 
to the university, the police department. or the council 


AFTER a group has carefully stated its goals and as- 
it will be clear that a number 
of different activities are consistent with the goals. A 


- sessed its resources, 


general plan should be formed. This involves choosing 
those that are most appropriate from among all the po 


sible activities. It involves, also, assigning priorities to 
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of churches, they should know why they are going and 
what they are to find out. It is just as important that 
the person being interviewed know what group or or- 
ganization the interviewers represent, why the group is 
interested in the problem on which it has asked his 
assistance, and what the interviewers expect from him. 
\ group should, therefore, plan carefully for such inter- 
views, and the planning might very well result in a pre 
pared interview form or schedule that will help to insure 
that the needed kinds of information are secured. 

The most helpful type of interview slanted towards 
finding out the kinds of people, books, and groups from 
which a given group can get help in the solution of its 
problems is the focused interview, so-called because each 
question is designed to focus the respondent's replies on 
an area of the problem in which the interviewer is inter- 
ested. These questions can be worked into a written or 
mimeographed form which leaves space after each item 
for the interviewer to write the answer. Usually there 
will be only a few questions of a rather general nature 
to which the respondent can reply at length and in his 
own words. Some do's and don'ts for planning and 
conducting interviews are: 


1. Plan for the interview carefully in order to get 
the necessary information. 

2. Be sure the arrangements for the interview are 
carefully made—that the time and place of meet- 
ing are clear, for instance—and let the expert 
know approximately how much of his time will 
be needed, 

3. Try out the interview form in a practice inter- 
view with some of the other members of the 
group as a way of checking on the instrument 
and of giving the interviewer practice. 

4. Be sure that the interviewer introduces himself 
and explains what organization he represents 
and why it is interested in getting information 
from the respondent. 


Listing Action Possibilities, Testing Emerging 
Plans, Making a General Plan, Preparation for 
First Step 


those selected and making decisions concerning the first 
step. 

Many a good goal has become unattainable because 
the process of choosing activities was not carefully car 
ried out. When an activity has been launched and insur 


mountable problems arise, it is easy to look back and 
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ay It seems perfectly obvious now. | wonder why we 
didn't think of it before? 
anticipate some of the difficulties and 


taking time to ase 


It is possibl for a group to 
to avoid them by 
each idea or uyvestion before in 
corporating it into the plan of action. This can be done 
hort time and degree of 


roup shares in the discussion. 


in a relatively with a fair 


thoroughne if the entire 


Dhere “ure 


rive all member an 


two advantages to working in this way. It 


opportunity to contribute learn 
perience And when the plan i 


who helped in the 


ing from their past « 
firsally rrececle the 
will understand and accept it 


members proces 


Sieps in making a general plan are 
|. Statement of the goal 

2. Listing of possible actions 
>. Assessing ibility. 
lL. Deciding among sug 


». Making 


and activilles 
each po 
estion 


tep-by tep plan. 


LISTING ALL POSSIBLE ACTIVITIES 

the period of list 
ing ideas will give members an opportunity * be creative 
should be re 


ideas rather than for evaluating or 


A free and informal atmosphere during 


and imaginative Thi 


served for produc ing 


part of the proce 


criticizing them. Even when the task of the group ha 


been defined as to produce ideas for action, many of the 
action suggestion They 


ugvestiot made may not be 


may in Luscle as well 


Uggestion places or 


Ke ource Thue hnanies ol people, 
things the yroup may wi h to include. 
Proce uggestions Idea 
could function differently 
Problems or barriers—-Conditions that 
with the s of the project 


Deep-freez Ideas useful for 


ibout how the froup it elf 


may interfere 


succe 


Item future considera 


tion. 


The problem at thi tage, then, is to assure continued 


creativity by the members and at the same time to avoid 


being side-tracked by debate and discussion on the merit 


of each suggestion. A useful technique for handling this 


problem is to list each suggestion made somewhat as it 


is listed in the chart below. 
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ASSESSING PLANS 


After the group has listed all possible activities or action 
ideas, “reality tested.” The 
process of reality testing is nothing more than a group's 


each one can be assessed or 


tool kit... 


1 


oa xis - 
BES erie Sipe see es 


trying to project itself into an activity in order to see 


objectively what the activity might look like and what 


itself, 


g00d or bad 


problems might be involved. A group might ask 


“What could happen to us as a group 
or what might happen to our goals if we were to under 
take this activity?” The question might be further broken 


down into the following questions: 


] What kin of participation would be 


| 
*? How much t and money would be required 
member? If there are memby vho wont or 


ippen 


? 


! irticipate to the expected extent 
How would w 

Nhat are cre 
such an activity? 
What would have 
could undertake this 
Are there any condition rou , peopl 
that could make this activity back-fire ? 
Wi ! col equences, other than the one 
result from the undertaking this 
Are the 
them consistent with the group’s goals 
What are the 
What are the 
Do the 


their command 7 


outcomes activity as the 


, 


weakest aspect thi 


, 


strengths 
roup members have the 
If it seems unwieldy to have the reality testing done 
by the total group, subgroups can be used. The use of 
small groups is appropriate if the group has many action 
L5 or 20 
people in the group, if a few members tend to dominate 
the discussion, or if it is difficult to get the 


going in the total group. 


suggestions to consider, if there are more than 


discussion 


Using subgroups calls for planning. It may appear 


simple and easy to break the total group down into parts 
and to have each one or two of the 


part reality-test 


action suggestions. It is not simple to break down a 
group effectively, however; and unless the jobs to he 
done by the small groups are completely understood, there 
may be duplication, frustration, or chaos. Some hints 


for the use of subgroups are: 


1. iz \ good workable size for the ubgrouy is fi 1 flour to 
There is, of course, no rule, but too few 
purpose ot the emall 
usually best. Members 
with three or four other members 


six members 
or too many members defeat the 
group. A random breakdown is 
can form small groups 


sitting close to them 


Instructions—\t is very important that the members of the 


small groups understand what task they « to perform 
It is helpful to have instructions written for them, either 
on a blackboard or on paper. And a careful writing of 
these instructions will he Ip to clarify ideas in the minds 


of the planners, too. 


chosen or 

to keey 
suggestions, decisions are 
usually selected by the members of the 


called 


group The 


Recorder —Kach subgroup should have one 


appointed as recorder or reporter. His 
a record of what comments, 
made. He is 
small group; and besides recording, he may be 
on to make a verbal report to the total 
chairman or leader of the total meeting may want to 
walk around soon after the small groups have begun to 
work and secure the name of each recorder. This will 
help to insure that a reporter has been chosen and will 
facilitate the reporting to the total group, since the 
chairman will be able to call upon each reporter in turn 


and by name for his report, 
Time Limits—The subgroup should know exactly how long 


it will have to complete its task. A warning should be 
given two or three minutes before time is up. 


adult leadership 
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5. Report Back—The product of the small group can be pre While one member is at the blackboard helj ing the 


ented to the total group in a number of ways. The most group to build its general plan, another member can be 

common is that of having the recorder from each small . 
: working with a membership chart and the resource file. 

roup report the findings of his group while anothes : : 

member makes a record of these suggestions on the It is all too easy to work a willing member to death, to 

blackboard or in the group's minutes. An alternative ignore a quiet member, and to overlook the special quali 


ethod is to have each subgroup record its su 


ggestions fications of different members. A chart containing the 
with a ¢ on on a large p eo ews d wo the 1 . . . 

1 crayon on a large piece of newsprint during u names of all members and indicating what responsibility 
discussion. When the small group is reporting to the h | dur  - fu , 
il gre ip, these visual aids can be exhibited. A third cacn as Curing cach 6 ep % the plan is om way 0 


ethod is for each group to hand its list of suggestion making sure that responsibility is shared. 


to one person to summarize them 


A GENERAL PLAN | 


The reality-testing process will simplify selection of ac | Names of Members Step 1 Step 2 | Step 3 | 
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PLANNING ACTION STEP 1 


Only when the group has a picture of the general over 
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es a alee - am ie { : all plan can the detailed decisions for step one be under 
- | Sas + dept 7 taken. The planning will consist of organizing commit 
unusergr lez F. Ralph Be 'Y tees or work groups; deciding on dates, times, and places 
for doing things; agreeing on deadlines; establishing line 
: of communication; and so forth. 
: B. Comel . The responsibility of the individual member at this 
time is to remember what his commitments are and to 
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Working within a framework like the one above will 
help a group to see whether it has members to take charge 
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a preparing to move into il second action step a group 
will need to repeat the process used in the planning 
for its first step, There is one major difference, however. 
in that the group now has the experience of the first step 
lo help it in taking its next step , In the froup-proces 
diagram used in this Tool Kit, the dotted lines linking 
each decision-making point (the loops) to the general 
plan show how the learnings from each step or stage may 
also make it advisable to alter the gener | plan. 

In evaluation it is equally important for the group to 
recognize as objectively as possible both the strengths and 
weaknesses of its program. 

Evaluating the first action step will be simplified if 
the members can see the tep in terms of the group s 
goals and overall plan. A statement or chart indicating: 
(1) the group’s goals, (2) the present stage of the over 
all plan, (3) the action step just completed, and (4) a 
list of the outcomes expected from step one will help 
prepare members for the evaluation session. 

An evaluation sheet like the one below may give valu- 
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D EVALUATION 


Evaluate Step 1 
Assess General Plan 
Plan Action Step 2 


able information as to how successfully the members 
have hecome involved. 

Subgroups can be very effective during the evaluation 
session. The total group can be broken down into the 
ame small groups it was broken down into for the first 
tep or can be broken down in a random manner, In 


order that there may not be just adverse criticism, the 


groups should be given a list of topics to discuss: 
What were the strong points in step 1? 
2. What were the weaknesses? 
}. How does the outcome of the first step affect the 
overall plan? 


1. What should be kept in mind as the group plans 
for the next step? 


ASSESSING THE GENERAL PLAN 


The group may learn from its first action attempt such 
things as that its general plan has been too ambitious, 
that it needs to get more members before it can continue, 
that the activities have not been stimulating to members, 
that it has skipped a very important step. It may learn, 
however, that the plans are adequate and workable and 
that the group can move into the second step as planned. 
As long as members accept the fact that the general plan 
should be constantly scrutinized and as long as they 
expect to modify the plans when it becomes necessary to 
do so, desired changes can be accomplished with little 
disturbance. 


PLANNING FOR FURTHER STEPS 


Planning for successive steps will be more effective if: 
All members are involved in the planning; incorporate 
the lessons learned from previous steps; see how their 
participation contributes toward the group goals, and 
take time to determine whether members are deriving 
personal satisfaction from the activities. 
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SUGGESTED READINGS 


Human Relations i urriculum Change, Kenneth Benne and 
Rozidar Muntyan, ec . Parts [IV and V. New York: Dryden 
1951. $2.95 


Resolving Social Confli u win. New York: Harper & 
Bros., 1948, $3.50. 


Science and the Goals of Man, bw Anatol R npoport, hay ters J.1\ 
New York: Harper & Bros., 1950. $3.50 


5 a Ge I to 


New Ways to Better Meetings, by Bert and Frances Strauss, Chap 
ter VIL. New York: Viking, 1951. $2.95. 


How to Work with Groups, by Audrey and Harleigh Trecker 
(Chapters XII & XIV. New York: Woman's Press, 1952. $3.00. 


Learning and Instruction”, by Herbert Thelen and Ralph Tyler. 


19th Yearbook of the National Society for the Study of Education. 
Or 
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BY ED ORLOFF 


The betterment of race relations in these United States is not a “sometime thing.” 


Here is a true story, except for the names of the persons involved. It tells, simply, 


how a group of women devised a technique for removing a sore spot in their own 


community's social fabric. 


S WAS customary for them on Wednesday after- 
noons, the six ladies were meeting at Mrs. Dexter's 
under the trees in her backyard. When summer set- 

tles down in South-Central Illinois, the inside of a house 
is no place to be. 

The conversation was at best desultory: Plans for a 
trip to Chicago, John’s forthcoming Wisconsin fishing 
trip, Junior’s plans after college. It was not the situation 
in which to hatch a minor revolution in this community 
of 20,000 citizens. 

The women were all active church members, “joiners” 
whose children were grown so that they now found time 
for participation in the League of Women Voters and the 
American Association of University Women. They were 
discussing the current bill at the best of the local film 
houses, when Mrs. Randolph remarked: 

“You know, Eleanor—my maid—told me today that 
she never goes to the moy ies at all!” 

“That can’t be,” said one of the others. “You always 
see colored buying tickets. Of course, they do have to sit 
in the balcony, although I can’t for the life of me see 
why.” 

“Well,” Mrs. Randolph continued, “Eleanor said that 
a lot of Negroes in town won't go at all. She says she 
can’t see from the baleony. And her boy Jimmy—the one 
who’s going to the state university to become a teacher 
refuses to go because he won't put up with segregation. 


Apparently a good many df the young people feel the way 


he does.’ 

The group mulled it over briefly and concluded that 
this theater segregation did seem a shame. Several of the 
more active churchgoers commented that the theater man- 
agement was unChristian. A member of the League of 
Women Voters said it struck her as undemocratic. 

“I wonder,” asked Mrs. Weathers, “if Mr. Brown (the 
theater owner) could be talked to about this? I'll ask 
my husband. He seems to know him fairly well.” 

Mr. Weathers remarked that night that the people in 
town wanted segregation and that no amount of pressure 
on Mr. Brown would do any good. He pointed out that 
there had been objections when the community swimming 
pool had been opened to all children Negro and white 

the previous summer. 

When the women met again the following week at Mrs. 
Randolph’s home, Mrs. Weathers reported what her hus- 
band had said. They didn’t agree with him: they felt that 
Mr. Brown could be shown evidence that the townspeople 
did not want segregation in the theater. 

That afternoon the plans were drawn for putting 
another crack in the community’s racial barriers. 

Mrs. Dexter had access to the mimeograph machine at 
the church. Mrs. Weathers cut the stencil on her type- 
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writer. Mrs. Randolph collected volunteers from among 
her fellow League members and at the college. Mrs 
Smith got het pastor interested. Mrs. Radwell something 
of a gossip anyway, spread the word of the project 
through her acquaintances. Mrs. Wills got on the phone 
and started calling. 

There was no publicity in the formal sense. No organi- 
zations were enlisted. No one wrote letters to the editor. 
No one applied any pressure lo anyone else. 

Within six weeks, the six women—assisted by volun- 
teers—had collected 1,000 signatures on a petition which 
read, simply: 

“We the undersigned request that all persons be allowed 
to sit where they choose in the . theater.” 

Then the women called on Mr. Brown at the theater and 
made their proposal. 

“You know, Mr. Brown,” Mrs. Randolph began, “when 
you first came to this city ten years ago, we gave you a 
pattern—a pattern of intolerance—-and you accepted it, 
You made Negroes sit in the back part of the balcony. 
Now we white people—more than 1,000 of us—think it’s 
time to change the pattern.” 

Mr. Brown listened respectfully, for these were prom 
inent women in the community, And when they finished, he 
argued that if he permitted Negroes to sit anywhere, there 
would be .“trouble,” and business would fall off. And 
after all, he was in business to make a profit. 


The women pointed out that business hadn't fallen off 
at the swimming pool and, besides, “here are the signa- 
tures of more than a thousand white people who say they 
think it’s a good idea to let all people sit where they 
choose.” They asked him to make a test of their propo al, 
at least. 

Mr. Brown agreed after a week’s deliberation and called 
Mrs. Randolph to tell her of his decision. 

That night at dinner, she told her maid about the 
theater's new polic y. A few days later, Eleanor went to see 
for herself. It was just as Mrs. Randolph had said; she 


was able to sit up front. 

Eleanor mentioned to one of her friends that she had 
sat on the main floor of the theater, and that friend went 
and chose a seat on the right side, a bit timidly, She 
mentioned it to some of her friends, 

And so the news spread; slowly, without fanfare. bach 
night, a few more Negroes sat where they pleased, Some 
clung to the baleony seats, unbelieving. A few whites got 
up and moved away when Negroes sat near them, for bia 
and tradition die hard. But business at the theater did not 
fall off, and there was no trouble 

Score one for a group of women with conscience and 


a technique. 
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All of us run into perplex- 
ing problems in our work 
of adult groups. 


Through © Y our Problem Clin- 


as leaders 
ic” you heve an oppportunity 
to have these problems dis- 
cussed and analyzed by per- 
sons with long experience as 
consultants in adult education 
and group leadership. We in- 
vite you to submit, for analy- 
sis and comment, statements 
of problems you face. We 
shall select for publication 
those problema which reflect 


of of 


concerns many our 
readers. 


QUESTION 


Submitted JUSTIN C. STEWART 
Director of Education and Organization 
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of the 
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to trying to help those who attend to 
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gift 
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singing and 
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everal 
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except 
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will 
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the 


member 
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bring 
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what 
intere 


more 
more in 
structive member 
effective 
evaluation program to guide in future 
annual this” 


about more 


deve lop an 


meetings such a 
Comment: 
By WATSON DICKERMAN 
Professor of Education, Univer 
California, Berkeley 
First, Mr. Stewart, I think you on 
the right track in your that what 
to find out how to m 
meeting 


Assistant 
ify of 


are 
hunch 
i needed i ike 


your annual interesting 
and useful to the vers. And I ug- 
west that this focus’ by 
seeking this information directly fro 


the 


more 
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you continue 
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Have 
the 


culating a 


you tried to get their opinion 
on meetings—for example, by cir 

at the ? The 
form could contain such questions a 

What did you think 
this meeting at 
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you think hi: 
purpose of t 


form meeting 
the purpose ol 
the ne of 
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same idea about the 
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meeting ends. Invite me 
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terest 


next meeting 


example, plan earlier and more 


olicit information about in- 


and expectations long enough 


before the meeting so that you can use 
the inforrnation in planning, make the 
purpose of the meeting more clear, re 

staff and give 


the 


cruit a larger conference 
this staff a day of 
meeting 

You s 
purpose 


training before 


iy your annual meeting has four 
Are there other matters which 
might be more useful to the members? 
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any of 
better 


annual 


ome hints from 

ed Could 

functions be handled 
than the 
example, could 
(training in cooperative 
handled better 
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four 
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education) be through 
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the members need 
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best place to deal with 
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handling them than the ways you have 
In presenting your 
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Comment: 
jy HIRAM S. HUNN, 
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Whether you chuckle or squirm, you'll probably 
he reminded of experiences you've had as you 
watch this group discuss .. . 
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WHAT AS CURRICULUM? 


A SATIRE BY OTTO REISING 


fe regular monthly meeting of the Child Welfare 
Committee was ready to begin its work. 

Delia Malone broke the ice of her face with a smile. 
“You all know Miss Byrona Mills,” she said. “Miss Mills 
has consented to be our resource person for this meeting. 
As you know, she is head of the Department of English in 
the ety public schools 

Miss Malone cleared her throat. “The subject for dis- 
cussion at this regular monthly meeting is: ‘Curriculum 
its adaptability to the student's growth in citizenship’.” 
She allowed her eyes to wander over the committee. “Since 
Dr. Much is head of the Department of Child Welfare, 
we shall ask her to be the first to discuss the subject.” 

Dr. Horgrath Much patted her rosebuds again and 
smiled. Then a frown covered her ample forehead. “I’ve 
been thinking,” she said, “That before we can possibly 
discuss the subject in a way that might clarify it fully to 
ourselves, it might be wise to first come to an understand- 
ing of the word ‘curriculum’.” 

Mr. Delbert Coon held up his right hand. “I think 
‘A good, 


rounded definition of ‘curriculum’ will help us to clarify 


that is an excellent suggestion,” Mr. Coon said, 


our thinking on the subject to be discussed.” 

That is the correct approach; it is the scientific 
approach,” Dr. Middleworth’s rough voice said. “We 
must define our terms.” * 

There was a pause “Are we all agreed, then?” Miss 
Malone said, “That we should first approach the word 
‘curriculum’ with the idea in mind that we need to clarify 
the meaning of the word?” 

“I wonder,” Mr. Carl Hoff said, without raising from 
his slouch in the chair, “and | may be wrong in this. If 
such is the case, will you correct me, please? If it might 
not be propitious that we go directly to the problem of 
helping children who have proven themselves—ah — below 
average in—” 

Hands were raising all around the circle. 

“Since you all had your hands up,” Miss Malone said. 
“T'll call on our resource person, Miss Byrona Mills.” 
She smiled to Miss Mills. “I’m sure Miss Mills will have 
something stimulating to offer on the subject. Miss 
Mills?” 

The feather that crept around the side of Mise Mills’ 
hat fluttered. A smile broke over her face. “I'm sure we 
all understand what Mr. Hoff is proposing.” she said, with 
a smile for Mr. Hoff, “But | am afraid that we might get 
snarled (if you'll pardon a rather coarse approach to 
idiom) if we do not first assure ourselves that we are in 
complete accord as to terms. I, for one, have thought 
through ‘curriculum’ many tiroes and T'll venture all of 
you people have, too, and I'm not positively certain that 
it is at all clear in my mind.” 

Even Mr. Carl Hoff added a bob of his head to the nods 
ot agreement. 

fhere followed here a long discussion, each member of 
the committee giving the details of how he (or she) had 


thought through ‘curriculum. The discussion brought 


if opyright 1952 by Otto Reising) 


out the interesting fact that Mrs. Cleota Fleming-Smith 
had thought through ‘curriculum’ while lying on het 
stomach in her garden watching an oriole build its nest. 

Mr. Crowder Innings wondered if Mrs. Fleming-Smith 
believed that the practice of scattering pieces of string 
around the neighborhood at oriole nest-building time was 
a good method of inducing orioles to build their nests in 
one’s garden. 

Mrs. Fleming-Smith believed that it was. 

Miss Halling brought the meeting back to its prope: 
channel by saying, triumphantly, “Then what is ‘eurricu- 
lum’ ?” 

“If | might get a word in edgewise,” Mr. Innings said. 
his bit of originality causing a ripple of giggles, “I am 
of the opinion that what we're seeking here is not a cut 
and dried definition; rather it is, and check me on this if 
I’m wrong, a workable definition, one that we can keep 
in front of our minds as the discussion rolls along.” 

Miss Malone held up her hand in apology. “May | 
remind the meeting at this point that our time is running 
out?” 

“Probably,” Miss Mills said, “we could at this time hear 
from Dr. Much. Dr. Much, your Doctor’s dissertation 
was on the subject of Curriculum and Character Training. 
if | correctly remember.” 

Dr. Much reached into her purse, fumbled momentarily 
then brought out a pink slip of paper. “I had the thought 
today that we might need a definition of ‘curriculum’ at 
this meeting. I checked my dissertation and found that 
this is, briefly, the meaning | gave io the word. ‘Cur 
riculum,’ she read, “is the whole course of subjects 
taught in a school, including all activities participated in 
by the students during the school day and all extra- 
curricular activities that are sponsored by the school.” 
She looked up to test the smiles of approval on the faces 
of the members of the committee. 

“Now,” Mr. Carl Hoff said. a little too boisterously. 
“we can proceed with the discussion. I propose 

“Oh, | beg your pardon,” Miss Malone broke in, “Um 
so terribly sorry, but our time is up. We agreed, you 
know, that we would hold ourselves to a rather rigid time 
table.” Her last words went up into the inflection of a 
question. She picked up a piece of paper from the desk 
“Our subject for our next meeting will be: “Group par- 
ticipation in classroom projects,’ and I'm sure we will all 
get tremendous stimulation from the discussion, just as 
we have at this meeting.” 

There was a stir of bodies. “Before we adjourn,” Miss 
Malone said, “I want to thank Miss Byrona Mills for her 
graciousness in accepting my invitation to be our resource 
person at this meeting. I'm sure we're all agreed that she 
has been of inestimable help to us 

Miss Mills smiled graciously. 

The members of the committee collected their notes and 
got to their feet with many deep breaths of satisfaction 
Dr. Horgrath Much carefully pulled her coat over her 
yellow rosebuds. she ejaculated, “I don't 


know when I've attended a more stimulating meeting.” 


“Gracious!” 
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> Remember February, 1950? 100,000 Chrysler workers out on strike, and a million other auto workers 
ready to man the picket lines? Not for bread on the table or pie in the sky, but for a funded, jointly- 
administered pension program. How did the UAW-CIO arrive at this goal and how was it able to win mass 
membership support behind this remote and technical issue? 
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UAW Photo 


By LEWIS CARLINER, Editor, Ammuni 
tion, and BRENDAN SEXTON, Education 
Director, United Automobile Workers, 
cio 


(Comments in italics by the editors of 


ADULT LEADERSHIP) 


PENSIONS—A Ring Around the Bull’s-Eye 


HEN contracts covering members of the UAW- In 1947 and 1948 the UAW-CIO listed pensions among 


CIO near expiration, identical copies of the the original contract demands. But the major bargaining 


basic contract demands are presented by the emphasis of those seasons was on wage increases, so that 


union to all the employers with whom it negotiates. The although pensions were not granted by the companies 


contracts finally negotiated never contain all the demands agreements were reached and contracts 
presented originally, and few of the final gains ave iden- 


igned without a 
strike. In 1949, the demand for pensions was made again, 
tical in formulation with the initial proposals. But there but this time it was understood by both members of the 
is always an identity of substance between the original LAW and officials of the companies that if there were no 
list of demands and the final contract. The major feature pensions there would be a strike. In 1947 and 1948 the 
of the original demands is usually at the heart of the demand for pensions was formal and eventually b 


argained 
contract gains which are eventually won. away. In 1949, however, pen 


ions had become the union’ 
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basic demand, and it was evident in negotiations that the to undertake a program that required full utilization of 

union would not trade the pension dem ind for anything all the union’s resources, 

less or different jy 1948, however, the members of the union had 
oe eet resolved the factional problem by selecting one group of 


leaders over the other. In the late winter of that year, 
the economy eemed | » be sagging seri usly. Every evi 
I} there 1 to be hareaining there must be something 10 : 


: : dence available to the ne a aders indicated that security 
trade In 1947 and 1948 pensvons served that pur pose, hut ; —_ weg 


Wis becoming a larger and larger concern of the rank 


thei inclusion among the contract demands ol those years 
ind file factory worker. 


also served another pur pose W ith pensions as the bhar- 


At caucuses within the union members identified with 
aining issue the wnion was to leave ly hind some ol the 


the union administration discussed the’ feasibility of 
experience and precedent accumulated wm dealing with 


making the next bargaining fight over pensions. and 
previous issues, which were different and simpler in struc- 


agreed that a successful campaign could he waged. With 
ture than a penston demand, and was to enter into an area 


this decision, individual members of the union discussed 
in which it had little basis to predict u hat problems ut ‘ 


pensions in union meetings, wrote about them in shop 


would encounter By including pe nmsions tn the 1947 and " Z 
papers. As a result of these discussions local unions 


1948 discussions the union had placed the issue belore the 


adopted resolutions which were sent to the international 
eyes of company oficials and union members. indicating 


1 2 union, calling attention to the need of factory workers 
that it was in the air In thi way the union had in , . ? 

for pensions. An all-union economic conference, made up 
of the presidents of all the local unions, the chairmen of 


bargaining committees of the local unions, and represet 


eflect set up an informal testing situation which allowed 
f/uo yea 10 |] auge the degree s and hinds ol receptivity 


and resistance to expe ct from hoth the com pantes and the 


tatives from each of the bargaining councils, was called. 
ie mbership and also to learn what either theit arguments 


At the conference a tentative list of demands for presen 
or contusions wht he, 


tation to the companies was discussed by the delegates 


revised, and finally adopted by the International Execu 


PENSIONS MOVE INTO CENTER POSITION tive Board: as its official list of bargaining 


demands 


lo appreciate what happened within the UAW from 1947 Thereafter, each of the local unions discussed the revised 
tv 1949 to change the emphasis of contract demands in program, ratified the demands, and instructed bargaining 
favor of pensions, it mu t be remembered that the UAW committees to present them to their employers. Thus 
Ci) has a membership of more than 1.250.000 factory within the UAW the pension demand emerged as the 
workers. Almost 350.000 work for General Motors. more union’s next basic goal by the same process that current 
than 125.000 work for Ford. and around 100,000 work in public life feed upon each other, reinforce each other 
for Chrysler. The greater part of this membership is separate, recombine, and emerge eventually as pressing, 
ifliliated to the union in locals which range in size from urgent, and recognizable needs 
1.000 to 50.000 member Decision-making, because of ‘2 * 8 2_s 
ize, is necessarily politic al. resembling the re presentative Because political and economic factors affect the feasi 
tructure of the community at large. The factors that bility of any given program, even in a small organization, 
determine what the members will support and what they inteHigent goal selection must attempt to determine what 
will not support and even fi i against, what shall and these factors are, how they affect the organization and 
P { the goal, “ hich ones are static, and “ hich may change 
oe n if 7 ’ d or be changed. A URIOR, for example, has at least three 
j fe 1 : | audiences, the public, the companies in its industry, and 
i ' us own membership. The interests, needs, attitudes, and 


relative streny ths of each of these audiences play a role 
from the mome nt the choi e ot goals is undertake n until 
the last session at the bargaining table. Once these factors 
have been assessed, the problem o} leadership is to deter- 


mile hou the membership ean be made aware of them. 


PREPARING EDUCATIONAL AMMUNITION 


At the time that the original decision was made to 


consider pe Hisions as the next major barg ining cle mand, 


A UAW bargaining session with the Ford Motor Company. 


the research activities of the union were augmented by 


hall not be a major issue of concern to a majority of the creation of a social security department. Manned by 
the people who make decisions, are multiple, variable, technicians in the field of pensions and health insurance 
and only partially visible from any particular perspective planning and administration, the social security depart 
For example, in 1947 unemployment and rising prices ment was given the responsibility for preparing briefs 
made guaranteed annual wage programs and wage in for use in negotiations, for anticipating the cost of various 
creases popular. Other external factors, however, make it pensior and health insurance proposals, for working out 
unlikely that a structurally sound guaranteed annual wage the minimum benefits at each cost level, for writing pro- 
program could be won Furthermore, factionalism inside posed contracts, and for preparing the administrative 
the union made it impossible for any one group of leaders machinery of the pension program once it was won. 
26 adult leadership 
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At the same time the social security department pre- 
pared teaching outlines and discussion materials which 
were intended for use in training union people who would. 
take part in the negotiations with the companies. Since 
over 15,000 LAW members and staff take part in the 
bargaining for new contracts, these materials were to be 
the basic teaching materials in a nationwide school for 
these 15.000 people 

While the preparation of technical training materials 
was the responsibility of the social security department, 
the education department of the union prepared other 
materials for the rank and file of the membership, 
designed to make the point that the pension demand would 
produce benefits for all the members of the union even 
though immediate benefits would be available to no more 
than ten percent. The chief materials used in this program 
were pamphlets, posters, leaflets (including illustrated 
postage-stamp leaflets so small that one or two thousand 
easily fit into the pockets of a man’s coat) radio programs 
discussion materials, articles in the monthly magazine 
of the education department, Ammunition, speaker’s notes 
outlines of suggested speeches, cartoons, articles for use 
in local union papers. 


All materials issued by the union during the pension 


campaign were organized around the two slogans which 
had been agreed on in union conferences between policy- 
makers and technicians. The slogans were “Too old to 
work, too young to die,” and “End the double standard; 
if your boss gets a pension, you are entitled to one too.” 

The education department was also re ponsible for 
organizing institutes and conferences throughout the coun 
try to train local union leaders in negotiating for the 


demand and explaining it to union members. 


The selection of a new goal often necessitates the creation 
of new resources, Jor Jacts must be brought together un 
new relationships. With the decision to drive for pensions, 
the UAW had take nonavery diffe rent problem from that 


september, 1952 


A part of the audi- 
ence at a LAW Edu- 
cation Conference 
called to discuss pen- 
sion proposals, 


it faces in a fight over an issue like wages, hours, o1 


} 
unmediate conse 


speed up. The latter have concrete 


quences and allow direct reference to th 


re everyday expert 
ence of the membe rship. In the case o} penstons, howeve a 
where the issue ts comple the benefits not immediately 
rec eived, and “ here the xrlevance involved does not ex 
press uself in the present expervence o} the worker, an 
intensive kind o} preparation ot the member hip had lo 
take plac e hefore solidarity could he insured The U 1 
made use of every avatlabl educational medium un di vel 


oping the materials, 


ESTABLISHING INTRA-UNION COMMUNICATION 


The union education program was launched in Febru- 
ary, 1949, at the LAW National Education Conterence in 
Milwaukee, to which about 1.800 local union leaders came 
At this meeting the local union presidents, the bargaining 
committee members, and the education committeemen 


were given the basic features of the 


uUnton pension 
provisions. The education conference was followed by 
weekend conterences and institutes in every city in the 
United States and Canada where the UAW is organized. 

Attendance at the National Education Conference and 
at local area institutes was for the most part limited to 
union leaders, the officers of the local unions, members of 
committees, and stewards. Of these local union officers 
only the stewards are necessarily in direct contact with 
each union member. Stewards in the UAW-CIO are elected 
in each department of each plant The result is that there 
i one steward for about every fifty member in all 
organized plants 

In any union program if the stewards can be interested 
in going into their departments and talking per onally to 
their constituents, it is possible to communicate face-to 
face with every member of the union. In the pension 
Campa iti a im every union campaign, the major com 
munication effort was to reach the stewards and provide 


them with the information they 


goal 


needed to interpret the 
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Communication through the stewards was reinforced 
by messages along other channels All-union meetings, 
called for whatever purpose, committee meetings (almost 
every local has a dozen or so functioning committees) and 
featured ta 


it . 
mages meetit tlh on pensions by top union 


This account underlines the un portance oOo}; face lo-fa a 
contact in making sure that the goal us correctly inter 
preted, The more spread-out an organization is, geograph- 
ically, numerically, and politic ally, the more difficult the 
problem of communication becomes, The face to-face 
nature of the UAW program made for a two-way com- 
munication system, which gave the union a means to 
estimate the effectiveness of its program and materials as 
they were being used, The methods used by the UA 
also show the desirability of presenting a single message 
through many channels if widespread communication ts 
to be assured 


UN UNFORESEEN STIMULUS 


(As negotiations got warmer and proposals and counter- 
proposals came faster, strike authorization votes were 
taken at a series of membership meetings, which because 
of the members’ interest were exceptionally well attended 
The annual constitutional convention of the union took 
place at a time when there was a strike at Ford over an 
issue which had nothing to do with pensions (speed-up ) 
but which pointed to the likelihood of an  ventual strike 
for pensions later in the year. Most of the 2.500 delegates 
to the convention, all of whom were elected by secret 
vote from their local unions, indicated that they sensed 
an uncompromising attitude on the part of the companies 
that would make a strike almost inescapable. 

In this atmosphere a proposal was made to vote an 
amendment to the constitution authorizing a $12 assess- 
ment once a year, payable at $1 per week, in the event 
that the union became involved in a strike affecting 50,000 
or more members. The amendment which authorized this 
fighting fund was adopted unanimously. However, there 
had been no discussion of the proposal with the member- 
ship of the union before the convention. In the UAW 
any assessment or dues increase immediately becomes a 
political issue around which an opposition can make 
a very effective campaign, For these reasons, the delegates, 
once they were home, found their constituents coming 
to them for explanations of the vote for the assessment. 
The assessment thus became a stimulus to a vastly in- 
creased number of discussions in the union, all of which 
related to the pension demand, 


Wihough the appearance of a controversial issue is often 
disrupting and disturbing, particularly when it arises in 
the midst of an attempt to gain membership unity, it 
usually serves to eliminate apathy within the group. The 
excitement and interest aroused by the controversial issue 
can be allowed to control the group and thus impede the 
accom plishment of all goals, but if used to best advantage 
it is possthle to mobilize this interest so that it accelerates 
the understanding and accomplishment of other goals. 
lt is intere sting to note the difference in the ways the 


oF 
at 


penston issue and the assessment issue were introduc ed to 
the membership and to speculate on how the latter might 
have been received had both issues been discussed in 
relation to one another prior to the union's constitutional 


convention. 


THE EDUCATION PROGRAM PAYS OFF 


Since negotiations on the new contracts began in April, 
1949, there were actually two months of intensive educa 
tional activity prior to negotiations. Once negotiations 
began, the weight of the training program shifted from 
an explanation of what the demands were to an explana- 
fion of why they took the particular form they did. 

The UAW contracts included provisions for joint 
administration of pensions and for funded payments. 
For the most part, demand for worker participation in 
the administration of pension programs was unique with 
the UAW. Within the UAW it is believed that participa- 
tion by the beneficiaries of the program is as important 
as the pension payments themselves. It builds into the 
program a necessity for understanding its operation, thus 
continuing the education program begun by the union 
originally to win pensions. Under the UAW funding pro- 
posals pensions are guaranteed by a provision requiring 
employers to set aside money for the payment of pensions 
as the liability accrues, so that money is available to pay 
pension obligations to workers even if the company goes 
bankrupt. 

Once the preliminaries had been gotten away and nego- 
tiations were in full swing, pensions were offered by the 
companies, but without the joint administration the union 
demanded, and without the funding arrangement the 
union had written into the provisions. Union members 
out of the shops, who were not technically trained in 
pension administration wavered when they were offered 
higher pensions than they were demanding if they would 
give up their insistence on joint administration and on 
funding. Through the education program the union gave 
voice to the conviction that both these elements were 
necessary to a sound pension program. Indeed, joint 
administration was the chief feature of the UAW pension 


——— en 


Potential pensioners in a buzz group at a local union 
institute discussing pension proposals. (UAW Photo) 
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dene Civie Round Table, a small group that meets every 

two weeks to discuss current problems, has just heard 
a report from its Public Affairs Committee on the quali 
fications of candidates for local public offices. The group 
is now discussing what should be done with the report. 


A. “If the qualifications of candidates for public office 
is an important question, then we ought to get news- 
paper space and radio time for the findings of our 
Public Affairs Committee.” 


B. “No, we’re a study group. Making the information 
public would influence the elections. We'd be helping 
some candidates and hurting others.” 


C. “Personally, I joined this group to improve my own 
knowledge, and | think we ought to use our time to 
educate ourselves instead of trying to educate every- 


one else.” 


A UNION HITS A TARGET (Continued) 


program, since it allowed for changes that could be fully 
perceived and best effected only by the rank and file who 
experienced the need for them. 

By November of 1949, the first major pension was won 
at Ford. By February of 1950, understanding of the tech- 
nical details of a sound pension program was far enough 
along so that 100,000 Chrysler workers voted to strike 
by well over eight to one rather than accept pensions that 
were not funded and jointly administered. Within 36 
months after the first consideration of pensions as the 
next basic demand for the union, more than 1,000,000 
UAW members were covered by a pension program 
which was in essence the one originally worked out in 
the UAW social security department. in anticipation of 
the campaign. 


In this account of the UAW’s successful efforts to achieve 
the security of funded, jointly administered pensions we 


see evidences of the long history of conflict between labor 


september, 1952 


, . ” ni 
is 


D. “I suggest we let our chairman decide what, in the 
best interests of our group, should be done with the 
report of the Public Affairs Committee.” 


Then the Chairman (E) spoke. 


What do you think he should have said to help the 
group in this situation? 


Send in your version of what the Chairman said. The 
statements judged to be most interesting will be printed 


in ADULT LEADERSHIP for December. 


No statement should be longer than 100 words. To be 
considered for publication, statements must be received 
by the Contributions Editor, ADULT LEADERSHIP, 743 
North Wabash Avenue, Chicago 11, Ilinois, no later than 


October Ist. All statements received become the property 
of this publication. 


and management. We see, also, a suggestion of the trends 
in relationships that are making this conflict less bitter 
and may finally eliminate it. 

In this story the relationship is still one between 


antagonists, Note the wording: the first mayor 


pension was won...” “. . . pensions as the next basic 
demand .. .” And, finally, agreement reached reflected 
the victory of one side over the other, not an uncoerced 
meeting of minds between workers and management. 

On the other hand, the participation of the union in 
the administration of the pension program reflects in 
a small way the trend toward greater responsibility for 
labor in the administration of the economy. 

Vay it not be that as the mutual dependen e of labor 
and management is expressed in cooperative planning, 
the traditional conflicts between them will disappear? 

This has been a story of a union's formulating and 
achieving its own goals in prevailing American pat- 
tern of collective bargaining—a pattern that is a hal}- 
way house between the naked conflicts of the past and 
the formulation of common goals for economic activity 


hy labor and management working together 
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. DC 
Prepared in consultation with C. M. Vandeburg, Executive Director, American Heritage Foundation >> 
YROUPS interested in conducting organization find out how the national ing members accurate information on : a 
' : n 
DW local campaigns to insure a big office is participating in the campaign legal and illegal voting procedures in 3 
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The Advertising Council, a non profit A uve! 1 1 5 nem & otk 
organization with offices in New York, ry . 10. Use the following materials listed F be 
Think! by the American Heritage Foundation fl 
a aa then for hints and helps in organizing your F ; 
p V+ jy “- “register and vote” eri j to 
Remember We cai | register and vote” program “a 
rill ag 12 Steps to More Vote Legislative ( 
Ma / | : Dept., U. S. Chamber of Commerce, mi 
entens wow r : 9° ’ 5 
| vil beg y a. : a ® Washington 25, D.C. 2 pr 
| - Ballot Battalion, Kiwanis International, po 
5! IN ; *hicage 13 ‘ 4 
Fr 4. Let the American Heritage Foun- 520 N. Michigan, Chicago 1, Ill. 3 copie 9 ca 
‘ dation know about what your group is We | 
ELECTION doing. It is anxious to publicize new Your Ballot Is Boss. Mercer Howard {: ven 
a ed . 2" Company, 6 E. 53rd St., New York 22 Hh i 
| ideas or materials that you may develop, pa ly , a OO wt, Sw » O% m 
ne and it is continually developing new N.Y. lsc. ; : = Ea pt ct 
materials that you will want to know Republican Workers’ Manual. National 
a 2 aoe . y > . 2290 ‘ ig [ 
Weshineten. Chicana, Hellvweed. end al Precinct Workers, Inc., 332 S. Michigan, a 
San Francisco is working closely with 5. Find out exactly when, where, and Chicago 4, Til. $1.00 — ‘i 
7° ’ , : ‘ Manual for Precinct Work. Indepen- |: 
the Foundation by mobilizing contri how to register in your community by j Voter f Ill 14 E. Jack My 
butions from media advertisers and contacting the City Hall or County ae 4 Ils : eae ‘ sales site (a = 
agencies. They are producing and dis- Court House. Then spread the informa- er y's <a ie an 
Democratic Victory Guide-Book for 
tributing free mats like those illustrated tion through meetings, letters, poster , , . 143 ha 
“s tii : ei Women Workers. Democratic National | 
on this page, film spots, radio messages, and personal contacts : : : ; ie | 
: wr . Committee, Washington, D.C. Free ites the 
outdoor posters, and transportation cat 6. Send a self-addressed No. 10 en- Mat Lj R ovat . Get ie 
” + 7 . a Niateria or eqistration ane et- iF me 
card velop to ADULT LEADERSHIP, 743 N. a on mcartaneagad ge ' 
C , ; , ; ahead Chenin Si. tie ne ok on Out-the-Vote Campaigns. U.S. Junior ia th 
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portance of registration, preparing to tional organizations that can supply you Tulsa. Okle. Free is evi 
ote ; ‘ ; onside or é > cussi uterlz a aad _ ap i 
_ through : th fren con le —_ n = — = > cu wo Wey: rials Politics Is What You Make It. Pamphlet i tio 
0 issuc . an candidates, an finally, and auc en aids on po itical Issues No. 181. Public Affairs Committee, 22 ite tec 
voting. These materials are organized and national affairs for discussion and . 2. . . “iat > oo ac 
/ owe - E. 38th St., New York 16, N.Y f ore 
around the three slogans, “DON’T BE distribution vy . . P > \ 
mas aan GOP GeaNEDEaR ‘ > — You Can Be the Life of the Party i ef 
LEFT OUT,” “LISTEN! READ! LOOK 7. Set up a committee to clip all news League of Women Voters, 726 Jackson \" ‘ 
TALK! ARGUE! THINK! then VOTE! stories and other reports on the quali- Pl., Washington 6, D.C ic 
and “SEE YOU AT THE POLLS! fications of local and national candi- The Power of Your Vote. Kit with an th: 
a i al le dei sas i dates. Notify group members that a script and visual aids. Write for free 4 _ 
ticipate i "tak . md ? scrapbook of these clippings is filed for folder detailing contents and prices of i int 
participate in s campaign: their use kits. Freedom Forum Workshop, Hard- iF 
1. If you are an affiliate of a national 8 Devote a meeting or two to bring- ing College, Searcy, Arkansa i 
ta adult leadership Sef 


Teta 
Jae — a te 
imal Sect! 
A Ft a 
fs ea ; 
Spee ; ; 
- a 
¥ f Oe; 
gare 
2) ea 
i ea 
Sa z 
sat, 5 
a 
rat Biee ; 
Bhar Ss ee 
bar Swe Be 
PERG: 
aS 
Nee 
Teva. 
PRS 
Bisel 
Sra re | 
Sp 
wd be + 
aaceaate: 
se 
eae 
. ae 
wot. 
Pas Aly. 
Nea 
+ eet 
D7 ee 
¥ ete 
DAs). sie 
a a ke 
iN 
ated b 
neat Saas 
Sirens 
eet 
igo 9 
Soy ss a 
Ne 5 a 
ray a 
ae Fan; 
ak = 
i Oe ie 
igi sy 
a ‘4% 
rst ¥ eR 
2 Bee ae 
«Tae sf 
ee 
es ase 
eae 
eacn Ty 
anny ig 
cy) a iy 
“ae x : 
ae 
iw Oat ~ 
en a 
j 2 ae We 
tae 
Sten 
tel eta 
et pie. 
he hia 
1 ned 
ace 7 
Tes 
f 55 Mie 
i FN ts * 
fispeee te 
iret. ms 
Ratt A 
Pata 4 
fos 
be its 
he Seas 
ie 
i aed 
ih , 
seal 
Wii nfet 2 - 
y TCAD 
pny vi) : 
ERY 
A eta, AN 
eames” 
icatae ert 
phat 
wy ne 
erie 
papi 2 
or ia 
eee 
Bavrey is 
een: 
eee 
zs te BA 
ret aie ay 2p 
apes 
aint 
ae kG Pi 
ee 7 
sie peal 
Ses ee 
Bue go 
Rees anne 
a 
SE ea 
aye 
ORs > Be 
; of cael ea 
falsely 
es evar 
ae ny 
aah 
ote ote i 
is Lol) 
ace 5, i 
eat a, cay 
Piped y 
: nate ™ 
muah Tt ee 
ee f 
ee Ree 
fob nie a) 
ou im oa 
eho 
Mert sie 
al A ANY 
i. any 
Sa 
a bey Pa 
Ane 
j: he f 
pect 
eh ee 
dehy 
gis fp the 
hs Ske 
Bind eel 
TAY es 
a ai 
fps Re 
Pi A 
ers 
Bret 
Qe hay 
a “ctf oy 
Ps egy 
ie 
BK {pis 
A ON aed 
era oe a 
te 
ate ias 
Gola i 
eS ateitye.: : 
Pe tity he 
Br 
bie et 
yh eras 
Seika j 
i se 
eo al 
(gamer y 
Wr ne 
PU 5 leg 
ate a 
y Haft! 
Bios Pai 
2 ea ge 
mabe 13! na 
MEA Vode 
Tek My 
as ee bd 
a Moe dec 
Site twee 
| eed ka 
Seen ey 
us BY ae 
= byt 
EM Artes j 
etek J Y 
nd ey. 4 \ ‘ 
Pes A Bie x 
TA Sere 7 —_ a eee 
Masta . , 
- 5 
ete, |e ie wes 
; BS ae ite <i eae, if 
Bic | ae a 
ye} 
4 P : 
fi ne ales tl | 
~ b AAR? $8 . 
ti rib 2 ' al 
-_ ‘ 
ar, cea. 
ao el 
“i aS: 


2 EE 


ee 


a 


Ke 
1") 
|% 
| tf 
; 
late] 
, I 
Fr 
if 
4 i 
ik 
it 
Nis 
f 
- |: 
i 
itt 
a 
ie 
t i) 
) 1 
7 * 
ak 
1 
at 
| al 
1 "| 
ite 
e uy 
Mb 
f F 
, i 
\ 
‘A 
it. 
a 
d a 
ie 
ny 
at 


° “ae 
ae ee A. cy 


DON'T LEAVE, MR. ROBERT! 
> You have hye en told to move over, Mr. Robert. (Mak olm 
S. Knowles in ADULT LEADERSHIP, June, 1952) The 
implic ation of that open letter with its clever cartoons is 
that you are blocking progress. You are shown at the 
head of a traffic jam of frustrated motorists sitting in 
uniform and consulting your book of rules. Mr. Knowles 
ittempts to soften his order that you move over by 
admitting that “you performed a service for your own 
day ind time” but those horse and buggy days are past 
and social se ence through research has found that we 
modern people can get along better without rules! We 
have made almost unbelievable progress in transportation 
and communication since your time, but this very progress 
has made it necessary for us to be more than ever con 
cerned with the regulating of traffic. Without rules trafhe 
would become hopelessly snarled, and then how great 
would be the frustration! 

Your challenger states that “no solution is a final solu 
tion unless everybody concerned agrees to it.” Here, many 
of us who have lived through two world wars and are still 
paying heavily for the privilege of disagreeing, disagree 
with him. The rules of order which you compiled are the 
result of several hundred years of experience of demo 
cratic peoples arriving at solutions without killing each 
other, when the agreement of everybody concerned has 
been impossible Solutions to most probl ims nearly always 
affect some individuals adversely. They cannot be expect d 
to agree. Yet solutions must be attempted. During the 
“deliberating.” which Mr. Knowles seems to consider a 
misnomer, parliamentary rules provide for arguments 
pro and con. They provide for modifications in the pro- 
posed solution to which a majority may agree. The 
minority accepts the solution adopted by majority vote 
bee ause it h i> had a chance lo he heard, and bree ause the 
minority may in turn become a majority and take other 
action. 

Of course. the solution is not final. What finality is 
there in mundane at hievement ‘4 

Our leaders of adults, Mr. Robert, have deve lope d some 
very effective techniques for encouraging group thinking 
and getting agreement on ideals and objectives. What you 
have provided for in your “committee of the whole,” 
they have improved upon. They have found effective 
methods of polling an entire organization efficiently and 
thoroughly in a very limited time. Their meetings are 
evaluated on the scale of one hundred per cent partic ipa- 
tion as pe rlect, whic h means that everybody talks. These 
techniques are most successful in more or less like-minded 
groups, where issues are not too urgent and time is not 
too linnited. 

jut groups of like-minded individuals have interests 
that conflict with those of other like-minded groups. There 
must be a tool to use when individuals with conflicting 
interests have to arrive at decisions affecting all. Such a 
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tool, tried 


proce dure 


and proven eflective, 1 park imentary 

Parliamentary procedure presupposes some knowledge 
of the proposals to he considered on the part of at least 
some members of the organization, These members di 
cuss it intelligently and inform those who wish to make 
up their minds on the matter, It is not expected that 
everyone should talk. It is expected that some thinking and 
some discussion has prec eded the formal me eling at which 
action is to be taken. 

Parliamentary procedure saves time. When decision 
have to be made this time factor is important There is no 
time to. wander off on side trails. The question really ts, 
and must be, “either or.” Either we pass this measure, o1 
we defeat it, or we modify it, or we defer action upon it 

Parliamentary procedure not only provides for, but 
encourages minority participation, His Majesty's Loyal 
Opposition is not a contradiction in terms. We demand 
to know the arguments against a measure as well as the 
arguments for it. There is keen thinking in debate both by 
debaters and by listeners. 

Parliamentary procedure provides a tool for terminat 
ing discussion. It can limit the number of pe aker it can 
limit the time for each speaker and the number of times 
each speaker can speak. And it can close debate entirely 
when two-thirds of the members have had enough! 

Parliamentary procedure has a rule of courtesy, Orderly 
procedure facilitates intelligent action, eliminates personal 
animosity and demands that all meet on the same sensible, 
courteous adult level. 

Rules of order do require a certain amount of self 
discipline. They are not nearly so complicated as the rule 
for bridge——or even the rules for canasta. But they are a 
necessary as the rules for any game. 

No, Mr. Robert, don’t leave yet! There are foing to be 
majorities and minorities for a long time to come, we 
hope. We are grateful to you for having shown us how 
parliamentary procedure is used to get democratic group 


action 
FRED G, STEVENSON 
University of Michigan 


MR. ROBERT HAS HIS PLACE 


> You say, “The problem is, your time has passed...” ; 
I think most 


any organization that knows anything at all about parlia- 


. whether it fits their situation or not. 


mentary law knows that its own rules take precedence 
over common parliamentary law. Your cCommillee ex imple 
is too much a farce. Mr. Robert tells us a committee 
meeting should be informal just as you suggest 
As you say “"s roups are different,” “situations diverse” 
.. Mr. Robert tells us a good parliamentarian is one who 
knows when to follow strict parliamentary procedure and 
when one may depart therefrom. When parliamentary 
law is functioning properly “things are informal, warm 


friendly” (as you desire). It gives a method for treating 
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all members equally. Y our idea is more or less a commitiee 
of the whole, which is good, but with parliamentary law, 
you are assisted to know how to arrive at some conclu 
sion 

Your seven steps wherein you suggest the motion be 
made at No. 6 is not against Mr. Robert’s. I believe most 
groups who try to have a democratic organization follow 
that procedure. Being informed before taking action is 
important. 

And | still think voting is important in the democratic 
pro edure. Sometimes when | hear minutes read, and they 
say “the consensus of opinion was...” | wonder if it 
was the secretary's opinion, or truly a consensus as they 
would have had by voting, as I hadn't understood the 
question’s outcome the same as the secretary. So | think 
we need to vote to know the consensus. 

And of course your idea of informal “consensus o1 
general agreement” is approved by Mr. Robert. He tells 
us to say “If there is no objection the organization will do 
thus and so,” but one objection calls for a vote, and a 
vote calls for discussion so what's wrong with that? 

I think Mr. Robert allows your plan all the way through 
and | believe by following Mr. Robert’s Rules of Order. 
one can save half the meeting time rather than if there 
were no accepted pattern to follow. 

Your methods for trying to get people to enter into 
discussion are fine, but they’re just what General Henry M. 
Robert would have wanted, too! 

HELEN E. RILEY 


Omaha, Nebraska 


FOR ALL TEACHERS OF ADULTS 
> I have just read the third issue of ADULT LEADER. 
SHIP and wish to compliment you and your entire staff 
for the truly exceptional job you have done to date. Not 
only is the magazine attractive in appearance and easy 
to read, but it is chock-full of know-how, which must be a 
delight to those of us who are a little satiated with theory 
and would like to know more of the prac tice. The third 
issue, devoted to Using Resources, seems to me to be one 
of the best treatments of this truly vast topic. Those of us 
who have read even a few of the books on audio-visual 
aids, public speaking for adults, the use of the library, 
etc., can well appreciate the marvelous job of condensa- 
tion without loss of meaningful substance which has gone 
into this issue. The magazine should be read by all teach- 
ers of adults in the country. 

JOSEPH MERSAND 

Vew York Cit 

A TWO CREDIT COURSE 
> I found the section called Tool Kit to be a very well 
condensed and illustrated planning guide. Besides that 
section, I feel that their bibliography and listing of source 
materials alone are well worth the price of their subserip 
tion. | feel that from this issue alone can be gotten as 
much information as might be gleaned out of a two point 
college course which would cost anywhere from fifty 


AIME LACOSTE 


i 
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dollars upward 

OUTSTANDING CREDIT 

> The AEA magazine, ADULT LEADERSHIP. is an out 
tanding credit to everyone concerned with it. We won 
dered if the second magazine would meet the standard of 


the first. | can only say that I think it is about one hundred 
per cent better than the first, that being a top job to 
begin with. 

“Move Over, Mr. Robert,” has had a profound effect. 
The magazine has secured for the AEA some more mem. 
berships as well. More power to you! 


DOROTHY HEWIT1I 
Boston Center for Adult Education 


ADULT LEADERSHIP 
CUMULATIVE INDEX, Vol. 1 


ADULT LEADERSHIP MAGAZINE 
Did You Ever Have to Name a 
Magazine? 
What! Another Magazine? 
AGREEMENT 
i Small Ray of Hope 
Roadblocks to Agreement 1, pp. 28-31 
FEEDBACK 
Feedback no. 3, p. 31 
Some First Impressions no. 2, p. 1 
Talking It Over no. 3, p. 32 & 
inside back cover 
LEADERSHIP 
Is “Leader” the Word For It? no. 2, p. 6 
Move Over, Mr. Robert no. 2, pp. 
Scientific Spotlight on Leadership no. pp. 
Sharing the Leadership Load 
(Tool Kit) pp. 13-20 
The Chairman Gets Help pp. 5-6 
The Play's The Thing 2, pp. 25-31 
Through Their Eyes pp. 31-2 
What Is Leadership? pp. 7-10 
When Good Leaders Get Together 2, p. 21 


PROGRAM PLANNING 

Conferences Need Planning, Too no. 1, p. Il 
Dan’s Turn (program planners 

in action) pp. 3-10 
Participation and Democracy pp. 25-7 
Pitfalls in Planning 

(cartoon sequence) pp. 5-8 
What Denver Does for Program 

Planners Il, p. 23 
Your Problem Clinic pp. 21-2 
Your Program Planning Tool Kit pp. 12-20 


RESOURCES 
Are There Any Questions? 
How to Find & Use the Resources 
You Need (Tool Kit) 
Levers for Leadership 
(list of resources) 
Levers for Leadership 
(list of resources) 
Levers for Leadership 
(list of resources) p- 23 
pp. 24-29 
pp. 8-9 
p. 1 
p. 10 
pp. 
pp. 
pp. 
pp. 3 


Looking for Answers 

One Way to Use A Book 
Parable of the Film Forum 
See Your Librarian 
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()' K Operations Committee met for two days this 
summer with the first two issues of ADULT LEAD 


ERSHIP, the page proots of the third issue, and tabula 
tions of your reactions to the first two issues and your 
suggestions for tuture issues. 

from the meeting emerged a list of the themes tor 
future issues through November, 1953. Here is the list 
of major topics to be covered through that date, including 


issues already published: 


Program Planning MAY, 1952 
Spotlight on Leadership JUNE, 1952 
Using Resources JULY-AUGUST, 1952 
Working Toward Goals SEPTEMBER, 1952 


The Group in the Community OCTOBER, 1952 


Who Should Belong 


(getting and keeping members) 


NOVEMBER, 1952 


Leading Large Group Meetings DECEMBER, 1952 


Spotlight on Membership JANUARY, 1953 


(the roles of group members) 


Changing Your Community FEBRUARY, 1953 


(taking social action) 


Leading Discussions MARCH, 1953 


Evaluation APRIL, 1953 


Conventions, Conferences and 
Workshops MAY, 1953 


Leadership Training JUNE, 1953 


Planning for Group Change 


and Growth JULY-AUGUST, 1953 


Handling Controversial Issues SEPTEMBER, 1953 


Small Groups at Work OCTOBER, 1953 


Planning for Personal Change 
unit Coos NOVEMBER, 1953 

These topics were chosen because many of vou wanted 
articles or whole issues devoted to them. No topic is 
omitted for which we have received a substantial numbet 
of requests 

Editorial Work Groups composed of practitioners, re 
searchers, and trainers in the area of each of the topics 
are now being formed in different parts of the country 
Lach group will hold a three-day workshop, during which 
it will plan and hve vin writing and assembling materials 
for an issue of ADULT LEADERSHIP. (Some of the 
Work (roups have already held their meetings.) If you 
have article ideas or outlines, brief accounts of successful 
or unsuccessful xperiences, examples of, or relerences to, 


valuable resources in the areas of our future issues. send 
them to the Contributions Editor, ADULT LEADER 
SHIP, 743 North Wabash Avenue, Chicago 11. Illinois 


Well see that they are referred to the appropriate bei 
torial Work Group 

Readers’ Report forms included in our second issue 
have been coming into the office during the past few 
weeks. This form tells us, among other things, how those 
of you who responded, used the first issue of ADLLI 
LEADERSHIP. Here are some representative statements 

The secretary of a chapter of the League of Women 
Voters in California: “Used post-meeting reaction cards 
as suggested in article, and although | received dire pre 
dictions of non-use, nearly all were returned with some 
comment for analysis. Better meeting next time, UL bet.” 

The field representative of the Division of Adult Edu 
cation in a public school system in New York: “Cooper 
ated in working out a TV program based on the article, 
‘Roadblocks to Agreement.” 

\ Unitarian minister in Massachusetts: “lsed Tool Kit 
with presidents and chairmen of organizations and com 
mittees in the church. Used suggestions in meetings of the 
whole parish and of committees and Proups ‘ 


The program chairman of a local PTA in Florida 


“Have shared it with other PTA leaders in my community 


Hope to use it to plan next year’s meetings.” 

A stafl member of the National Board of the YMCA 
“Am planning to take both issues with me to a world 
YMCA-YWCA institute on leadership training.” 

A staff member of the Chicago section of the American 
Chemical Society: “Read it all myself, then eave a copy 
to chairman-eleet of my organization, suggested he sub 
scribe. Tt deals with many of our problem 

\ staff member of the Ohio Federation of Business and 
Professional Women’s Clubs: “It is my job to help the 
Clubs in my state select [from a program outline supplied 
by the national office! what is suited to their clubs and 
their communities. | found many ideas in the first issue of 
benefit to me.” 

An active leader in local PTA, AALW, and Mental 
Hygiene Association work in North Carolina: “I am 
enclosing a list of leaders in this town who need to sub 
eribe. | have had wheels turning so hard I've made sug 
gestions for improvements in four of the six organization 
to which | belong. 

Your reactions to ADULT LEADERSHIP told us clear 
ly that while we had, in your opinion, a very successful 
training magazine, it, too, could stand some mproving 
Spec theally, you told us that the make up of some of our 
pages was, “too busy.” “cluttered “confusing + that 
our typography was too varied: that some of our stories 
were too long and too wordy that some had too Jitth 
meat in them, The criticisms were specrti and helpful 
We are trying to do better. To find out if you thought we 
were doing better we asked readers ol the econd I ue 
how it compared with the first. You replied ina ratio of 
ten to one, that it was as good or better, A typical com 
ment: “Good, breezy reading; no excessively dry-rot 
graduate course terminology. Better, more interesting 
layout; wiser use of cartoons: brief 

You may have noted some peck changes that have 
resulted from your reactions. For e» unple: a shorter 
Readers’ Report form, more extensive use of larger type 
in the body of the articles, the addition of a cumulative 


Keep pu hing u 
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America’s fastest growing educational movement! 


The ADULT EDUCATION ASSOCIITION of the U.S.A. 


take advantage of this wealth of services 


FOUN UP-TO-THE-MINUTE PUBLICATIONS CONFERENCES 
Adult Leadership—Dynamic new monthly pub- All members eli- 
lication for groups and leaders. gible to take part 
Adult Education—\n{ormative bi-monthly jour- in AEA national 
nal of the AEA. and regional con- 
AEA Newsletter—\clls what’s going on in adult ferences. 


education everywhere. 


Research Reports—Latest findings of AEA FELLOWSHIP 
committees and staff. 
A chance to work 
with others in cre- 


AEA'S NATIONWIDE RESOURCES tiny 0 Getty See 
“iee education move- 
2 Including special field and consultative services; ment, pool experi- 
information on needed books, pamphlets, audio- ences, discuss and 
visual aids. solve problems to- 

gether. 


Membership is open to individuals and to organizations. Write to Membership Office, Adult 
Education Association of the U.S.A., 1201 Sixteenth St. N.W., Washington 6, D.C, 


You'll want these 


ADULT LEADERSHIP 


Save your own magazine from a short and dog-eared life. Reprints of the regular Tool 
Kit in ADULT LEADERSHIP are available for your friends, for clubs and various 
organizations. Place your order now, and specify the monthly kit desired. 20 cents for 
single copy, $2 for one dozen, and $15 for 100. 


If you've just discovered ADULT LEADERSHIP, or want an encore of the second 
or third issues, a limited number of copies is available. 50 cents for a single copy, 
or—if sent to one address—30 cents each for 10 or more copies, 25 cents each for 
50 or more, and 20 cents each for 100 or more. Note: First issue is sold out. 
Make checks or money orders payable to ADULT LEADERSHIP, 743 N. Wabash 
Avenue, Chicago 11, Illinois. 
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